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Abstract

This dissertation is for the MSc degree in Intéoral Project Management awarded jointly
by Chalmers University of Technology, Gothenburgie8en, and Northumbria University,
Newcastle, England. In the theoretical frameworttisas of the dissertation current project
management and team dynamic literature is revieWad.empirical data presented were col-
lected through the use of self-administrated qoesaires and semi-structured face-to-face
interviews. The research population was a groug6oproject managers in a medium-sized
organisation in Gothenburg, Sweden, all of whom &ttended a course on team skills. The
response rate for the questionnaires was 64%, emaft the project managers were inter-
viewed. The purpose of this study was to evaluagecbnsequences (both positive and nega-
tive) of an attempt to increase project managedrgitya to handle group dynamics and inter-
personal processes. The results show that a nyajfrithe respondents had begun to focus
more on each individual in their teams as a consmecpi of the course. By focusing more on
each individual the project managers had also beéguwhange the way they communicated
with their team. Thus, many of the project managére attended the course varied the way
they communicated, depending on whom they were aamgating with and the purposes of
the communication. The results also show that tlogept managers were inspired by the
course initially. Unfortunately, however, most beir new knowledge was forgotten shortly
after returning to their respective positions. Atitiction can be made here between short-
term advantages, i.e. positive mental attitudes mhight improve output temporarily, and
long-term consequences, i.e. changes in behakouthermore, this study shows that organi-
sations in which project managers who have attersdett courses are working must learn
how to fully use their competence capital. Orgaiosas should thoroughly inform the par-
ticipants of the intentions of the course and hbeytare expected to use their knowledge
when they return to their respective work placesalfy, the trained project managers must
have appropriate organisational support if theytarenplement what they have learnt and
change their organisation as intended.
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1 Introduction

Organisations today operate in an ever-changing@amwent that requires creative solutions
to rapidly-evolving problems, short response tirard accurate decisions. Much attention is
directed towards the profession of project managedsthe way in which they should manage
their teams in order to meet their goals and targdowever, although many project man-
agement courses are available, there is curremdlgkaof certainty about the value they add to
organisations (Thiry, 2004) in terms of the wayytladfect project managers and their work
methods. The goal of the study underlying this efisdion was to evaluate the effects of a
three-day course for project managers in a mediggdsorganisation in Gothenburg, Swe-
den. The organisation is a consultancy firm thacsdises in product development and offers
customers project management expertise. The iophetresearch process is the project man-
agers’ perceptions about the influence the couasedn the way they perform their work. The
output is a valuable addition to the current boflkrmowledge, in terms of a deeper under-
standing of the complex process that project masaigee trying to apply their new knowl-
edge, which is intended to improve the performamicéheir teams and thus organisational
productivity.

1.1 Key question

The objective of this research was to evaluatectmsequences (both positive and negative)
of the attempt to increase project managers’ ghitithandle group dynamics and interper-
sonal processes.

1.2 Parameters of the study

What has been studied in this research is notc¢hebperformance of the project managers
who attended the course, but their perceptionbeaif tvork. The areas that were studied were
identified by reviewing current literature assoedwith project management and group dy-
namics, including material on project managemeniécontext of: team dynamics, team de-
velopment, team norms, team performance, changemecmication, implementation of
knowledge, and situational leadership.

1.3 Research methods

The study involved 42 people who have participatethe project management training pro-

gram (level four) in a medium-sized organisatiorGathenburg, Sweden. The training pro-

gram was conducted on four independent occasiomgeba 2004 and 2006. Due to the limi-

tations constraining this study, the research wafopmed using a cross-sectional, mixed-
methods approach, including both quantitative ne$ea.e. self-administered questionnaires,
and qualitative research, i.e. semi-structuredwige/s. This was intended to obtain a healthy
balance between reliability and validity. Questiames including 23 closed-ended questions
and 13 open-ended questions were distributed tavbiode sample via the company intranet.

The response rate to the questionnaire was 64%thendesponses to it were subsequently
used to support face-to-face interviews conducti t&n randomly selected participants, i.e.

between one and four respondents from each oftfauning occasions.

The data were analysed using several tools andhitpeds. The responses from the closed-
ended questions were fed into SPSS, to determaenthimum, maximum and mean Likert

scores, and their standard deviations for eachtignes-urthermore, the data were divided
into segments related to each of eight topics, taedminimum, maximum and mean Likert

scores, and their standard deviations for eacle wwpre determined



F. Martinsson MSc 2007

Both the open-ended questions of the questionnamdsthe interviews were analysed using
what Kruuse (1998) calls “analysis by topics”, bg.breaking down the data into several top-
ics. The same division of topics was applied dutimg construction and analysis of both the
open-ended and closed-ended questions of the qaeaties. As for the interviews, the inter-
view guide used during the interviews was useddpasition the analysis of the interviews.

Regarding the ethical issues related to the chosethodology, the people involved will,
unless otherwise agreed, remain anonymous. Tharmsprocess was also performed in ac-
cordance with existing ethical regulations and rhstandards set by the University of North-
umbria and Chalmers University of Technology.

1.4 Limitations and delimitations

A number of external factors limited the researcbjgrt and consequently shaped the re-
search design. Firstly, there was a limitationimiet available for the study. The research pro-
ject had to be completed within 20 weeks, startinogh week 36, 2006. Secondly, limitations
were imposed in terms of parameters related tadkearch population, e.g. size and struc-
ture, by the features of the organisation choseth®study.

The external limitations inevitably delimited sealeaspects of the research design; for exam-
ple, the size and structure of the research pdpalawhich was limited to the project manag-
ers who attended the course between May 2004 ared 2006. Furthermore, a large number
of project managers managed teams outside of thenimation. This eliminated the possibil-
ity of examining the effects the course had onléaglership style in the context of project
maturity and team climate.

1.5 Dissertation structure

Apart from the front and back matter (abstractlgslmf contents and reference list etc.) this
dissertation consists of six chapters. In this,ititleductory chapter, the rationale, key ques-
tion and studied parameters are introduced. Limitatand delimitations constraining the

study are also outlined. Chapter two provides aevewof current project management and

team dynamic literature as a foundation for therlatnalysis, discussion and conclusions.
Chapter three presents further details of the reBemethods used, i.e. the procedures and
sample. In chapter four the results from the qoestiires and interviews are presented and
analysed. In chapter five the project managerstqmions about the course and its conse-
guences are discussed and contextualized usinghdwries presented in the theoretical

framework. Implications for future research areoatensidered. In chapter six conclusions

drawn from the results and discussion are presented
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2 Theoretical framework

The following chapter provides an introduction torent knowledge regarding project man-

agers’ role in team performance. The chapter dedls relevant theories related to project

management, organisational learning, and team dysahterature. The consequences of

training project managers can be seen from thepetise of the project manager, the organi-
sation, and the team. However, this dissertationges on the perspective of the project man-
ager.

2.1 Training project managers

The purposes of training project managers are &blenthem to obtain valuable knowledge,
spread this knowledge to the surrounding staff ing change the organisation (James,
2003). Project managers who obtain new leader#fiip are likely to encourage greater team
reflection and discussion. Furthermore, they temdde things from a new perspective that
promotes new ways of working and makes them moaptaile to changing situations (Hirst
et al., 2004). Project managers are likely to imfice almost every variable affecting the ef-
fectiveness of the team by their decisions and\ieha They also play an important role in
developing the competences within their teams tjindbieir feedback, coaching and influenc-
ing behaviour. Even in teams with a very high lesfedlemocracy, the project manager gener-
ally has by far the strongest influence on the att@ristics of the team and its work proce-
dures than any other team member. Thus, improviagetfectiveness of the project manager
should improve the effectiveness of the whole téaamnenbaum, Salas and Cannon-Bowers,
1996).

2.1.1 Difficulties of training project managers

Training project managers is difficult for at leasb reasons. Firstly, the body of knowledge
is rather diverse. Secondly, the project managemeriéssion is both theoretically and prac-
tically oriented. Thus, it is not sufficient forgect managers to have abundant theoretical
knowledge about methods, tools and techniques.ritdre important that they are able to ap-
ply these skills in complex and dynamic settingcQveery, 2003), and that the organisa-
tional climate facilitates these endeavours. Howethe extensive body of knowledge can be
divided into three main areas: human skills, cotwapand organisational skills, and techni-
cal skills (El-Sabaa, 2001; Barczak and Wilemon92)9 Of course, the project manager
should be competent in all three areas, but inrdlée perceived as a top performer by the
senior management, the project manager should fpetieularly high levels of human skills
and concentrate on using them (Crawford, 2005).6S@search even shows that project man-
agers’ human skills have the most significant iefloe on their working procedures (EI-
Sabaa, 2001). In fact, training in human skillssisas interpersonal skills and team building,
was most frequently mentioned as being particuladlpable by trainees participating in a
study of the development of project managers ([Bueirgl., 1995).

2.1.2 Applying knowledge

Studies dating from the 1970s assert that traimngroup dynamics is generally regarded
positively by participating project managers (Jeede 1986). However, their level of motiva-

tion prior to the training has a huge impact on hoell the participants obtain new compe-

tence and their willingness to apply it in theirnwglace (Salas and Cannon-Bowers, 2001).
Furthermore, the participants sometimes find ifidift to turn what they have been taught
into practice. Many trained project managers wanhtroduce changes, but as they return to
the work place they face an unchanged organisatiwhare more or less forced to quickly



F. Martinsson MSc 2007

forget their new knowledge (Jerkedal, 1986). Thgaarsational environment may not even
provide opportunities for the participants’ to apgheir new knowledge (Winfred and
Winston, 2003). Leaders who receive training ird&xahip skills often complain that the lack
of time and workplace pressure do not allow themlyagheir new knowledge (Hirst et al.,
2004). One study, for example, found that 18 % ajreup of trained project managers
claimed that they directly could use their new khemge in order to develop their fellow team
members. 22 % claimed that they could developritexpersonal processes within their team.
However, another study found that participants baly been able to use the experiences
gained from the training within their teams to aafirextent because the training lacked con-
nections to real problems within the organisatiberkedal, 1986). Hence, it is not until after a
suitable team organisation has been decided that time to begin developing the team
through dealing with issues such as motivationared&, communication, and teamwork (Lind
and Skarvad, 1998). Thus, issues related to extezladions should be considered more thor-
oughly when building teams then they generally @ihe focus on intra-team processes is one
of the reasons why team development efforts mdy(&indstrom, De Meuse and Futrell,
1990).

2.2 The use of teams in project management

The following chapter discusses the use of tearttsmorganisations and provides the reader
with a basis for the following chapters, which het explore vital aspects of project man-
agement. The work of project managers inevitablplves teams.

2.2.1 The role and meaning of teams within an organisation

Diverse definitions of teams and descriptions dirtftharacteristics have been published.
However, most authors conclude that a team canefigedl as a small number of interde-
pendent individuals (Katzenbach and Smith, 19931dStrtom, De Meuse and Futrell, 1990;
Lind and Skarvad, 1998; Borjeson, 2001; RanneylReck, 1995) with complementing skills
(Katzenbach and Smith, 1993; Lind and Skarvad, 1988 work together (Woodcock,
1979; Lind and Skarvad, 1998; Borjeson, 2001),ndesm each other (Bérjeson, 2001), are
committed to a common purpose (Katzenbach and S&888; Ranney and Deck, 1995), and
hold each other mutually accountable for the outeahtheir work (Katzenbach and Smith,
1993; Sundstrom, De Meuse and Futrell, 1990; RammelyDeck, 1995) in order to achieve
more then they can alone (Woodcock, 1979).

Teams are used by organisations as important itmoisler to quickly adjust to new and ever-
changing demands (Lind and Skarvad, 1998; NemethCamens, 1996; Drach-Zahavy and

Somech, 2001). The diversity and broader knowlerfgeams than individuals allow them to

deal with complex, innovative and unique demands ichanging business environment
(Katzenbach and Smith, 1993). The socialisatiomiwiteams also plays important roles, es-
pecially for introducing newcomers to the organ@matand teaching them the organisational
culture, norms and values quickly. The use of te@n$ience, the most practical way of
spreading an organisational vision and directionughout an organisation (Katzenbach and
Smith, 1993; Boddy, 2002), which is also one ofirtlygeatest advantages for the develop-
ment of the organisation (Boddy, 2002).

2.2.2 Why teams can benefit an organisation

Many advantages are gained by the use of teams: ddmplementary and diverse knowl-
edge and skills allow teams to respond more effelstithan individuals to change, innova-
tion, quality issues and customer requirementsafQisgtions furthermore benefit from teams
since they are flexible and can more rapidly chatiggr direction of work if necessary
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(Katzenbach and Smith, 1993; Aubé and Roussealh)20bey are also likely to improve
productivity, enhance creativity, trim down respersme (Hartenian, 2003), help reduce
costs and cycle times, improve quality and accyreaige morale (Ranney and Deck, 1995)
and improve the decision-making process (Harter#d@63; Forsyth, 2006). In addition, teams
tend to have more fun: high-performing teams oftewelop a shared sense of humour which
helps the members to deal with the stress andyrmegscorporated in their work (Katzenbach
and Smith, 1993; Aubé and Rousseau, 2005) andréuiuse rates of absenteeism (Aubé and
Rousseau, 2005; Ranney and Deck, 1995).

2.2.3 Why teams can harm an organisation

Teams have more diverse knowledge than individwsdsmore inputs are considered and
teams take loner to make decisions than singleichatls. Thus, teams can take up excessive
amounts of the organisation’s valuable time (Bod2302). Furthermore teams can develop
similar thought patterns, groupthink. In such ditu@s nobody challenges the decisions made
and the team members value their unity as a groone mighly than their mission (Boddy,
2002). Groupthink is likely to occur in environmgmwhere the team displays strong cohe-
siveness, great loyalty towards the top manageraedtthe tasks should be performed, rather
than explored and discussed (Larsen, 2003). Grouptievelops when team members try too
hard to agree and consequently make mistakes @Ror2906). Openness from the project
manager is likely to reduce groupthink, since tiéxiand open behaviour within the team is
then rewarded (Aronson, Reilly and Lynn, 2006).

The leaders of both the team and the organisatawe la strong responsibility to prevent

groupthink developing. The leader of the team noosinter premature consensus by encour-
aging the team to critically evaluate all decisiamsl show that they can influence the deci-
sion-making process (Janis, 1982). The most impbgiep to take in order to prevent group-

think occurring is to create a basic understandhthe phenomenon, and the likely conse-
guences of groupthink (Larsen, 2003; Janis, 1982)en addressing simple problem-solving

tasks, groupthink can enhance the efficiency @aant, but when the problem is complex and
requires innovative solutions, groupthink can dmym the process (Hart, 1990).

2.3 Project management and team norms

It is important for project managers to know howhtandle the informal rules within their
team. After working together a while, teams devedophared sense of identity, belonging,
and destiny, i.e. norms. Norms can be describdxthavioural expectations. Hence, someone
who belongs to a certain group of people is expktdehave in a certain way. How much a
certain member of a group is allowed to differ frtime norms is usually dependent on their
status; a high-status member can differ more ftoencommon norms than a low-status mem-
ber (Larsen, 2003). A new team member must firsepicthe norms and distribution of roles
within the team before they are fully accepted oy dther team members (Forsyth, 2006). A
new team member, moreover, brings new norms aneogxions to the team which can lead
to a time of arguments, disagreements and misutasheliags, but also provide an opportunity
for project managers to change current norms. Eurtbre, norms commonly emerge and
change over time as the team develops (Larsen,) 2003

2.3.1 How norms affect teams

Effective teams share a mutual understanding areeagent regarding the values, norms and
rules within the team (Sundstrom, De Meuse andeffiutt990; Boddy, 2002), which means
that they constantly assess how their team perfamdsreflect on how to develop the team’s
working procedures to improve performance on futasks (Boddy, 2002). However, norms
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that are too standardised can be fatal to teamsg $his causes groupthink, which can lead to
a series of bad decisions since no one challerfgesdrrectness of the decisions any more
(Larsen, 2003). In fact a team may e a liability & organisation, rather than an asset if the
team norms do not promote high productivity (Fdnsy2006). However, encouragement by
the team manager for team members to work hardstenthcrease team effectiveness (Zac-
caro, Rittman and Marks, 2001).

2.3.2 The influence of the project manager on team norms

Due to the huge impact of teamwork behaviour omtgarformance (Aronson, Reilly and
Lynn, 2006), the project managers must establisike@able ways for the team members to
interact in order to facilitate effective teamwd#accaro, Rittman and Marks, 2001). The be-
haviour of the project manager can, however, eittmarove or obstruct team performance
(Aronson, Reilly and Lynn, 2006). For example, pobtjmanagers can strongly influence
norms by encouraging or suppressing communicakiinst(et al., 2004).

Zaccaro, Rittman and Marks (2001) suggest thateptapnanagers have a huge influence
when the norms of the team are created, therefiee ¢an direct the behaviour of the group
to some degree, promoting certain norms. Hencepithject manager has to show the team
members what is acceptable and unacceptable iffisgetations by their own attitudes and
behaviour (Briner, Hastings and Geddes, 2004)dtitean project managers can often influ-
ence member through their persuasive skills (Ro$889). It has also been suggested that
project managers should constantly try to changenmanipulate the project environment to
promote desired behaviour among team members.iFlhiscause teamwork rarely develops
by itself; the project manager has to take actioarder to create an environment that empha-
sises trust, creativity and collaboration (AronsBejlly and Lynn, 2006; Tampoe and Thur-
loway, 1993).

However, Alvesson (2001) claims that project mamagannot shape or alter the norms of a
team completely according to their own prefereraned aspirations. In effect, they negotiate
rather than force new or reviewed preferences amtemembers, and they are often more in-
fluences by their context and the associated ndahas actively influencing it themselves.
Hence, the actions of the project manager may tabe adjusted to fit the norms that apply
to those who are supposed to be led. Furthermbi® not unusual for the norms of project
managers to lie somewhere between those of therser@nagement and the team they are
supposed to manage (Alvesson, 2001).

2.4 Project managers’ role in teams’ performance

The number of professional project managers hagased over time since more and more
organisations use projects as a way to reach isiness goals. This has led to increased at-
tention being paid to the knowledge of project nggang, since their knowledge and behaviour
are seen to have a major impact on project perfoceéCrawford, 2005).

2.4.1 Project managers’ personality

The personality of the project manager, as wehiagher knowledge is known to affect the
dynamics of the team, which in turn affects teamiggenance (Peterson et al., 2003). For ex-
ample, project managers who have a charismatiopality, and sacrifice personal interests
in order to work hard for the goals of the teang, lgdeely to improve the cooperation within
teams (De Cremer and van Knippenberg, 2002). Theopality of project managers is likely
to impact the performance of the team to a grei@nexstudies shows that the effect can be as
much as 50 %. However, the organisational contiextspan important role in determining the
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leadership personalities that are essential fantsaccess (Peterson et al., 2003). Further-
more, individuals have a basic need to belong ¢woaip. Thus, if project managers ensure
that their team members experience belongingnessyecation is likely to be enhanced
within the team (De Cremer and van Knippenberg2200

2.4.2 Project managers’ behaviour

The ways in which the leader of a team behavesatdheir priorities. Furthermore, their be-
haviour shapes the psychological climate of thenteeembers and consequently the climate
of the team in ways that emphasise the prioritfdb® project manager (Dragoni, 2005). One
way for project managers to ensure team cooperaion reward preferred behaviours and
actions, and punish unwanted behaviours and actidms approach works to some extent,
but is likely to weaken the team members’ motivatilowever, through fair or unfair treat-
ment the leader can communicate a team membersgmoaithin a team. Fair treatment sig-
nals respect and belongingness, whereas unfatmteea signals lack of respect and implies
that the member has an insignificant role withia tbam. Fair treatment therefore encourages
the team members to adopt behavioural patternsnthaish teamwork (De Cremer and van
Knippenberg, 2002).

The ability to exchange information, ideas and mpis is one of the basic requirements for
effective teamwork (Hirst et al., 2004; Hersey, mflaard and Johnson, 2001), thus project
managers need of effective channels of communicgBoddy, 2002). It is therefore impor-
tant for project managers to be able to engagetinealistening in order to become effective
communicators. Being able to listen effectivelxansidered to be a key element of success-
ful management (Hersey, Blanchard and Johnson,)200fact, team communication is a re-
liable predictor of team performance (Hirst et 2004).

2.5 Building knowledge through project managers

Training and continuous development of employed®eoming increasingly vital for organi-
sations to remain competitive (Salas and CannondBevi2001). By enhancing the productiv-
ity and quality of the work of individuals they aimot only to improve their market position,
but also to communicate the organisational visiod goals to their employees (Winfred and
Winston, 2003). Hence, competence developmentitahcomponent in order for organisa-
tions to ensure their competitiveness, especiaitiisvdynamic and fast changing business
environments (Suikki, Tromstedt and Haapasalo, 20@énes, 2003; Bunderson and Sut-
cliffe, 2003). The need for competence developneespecially high in organisational con-
texts that are dynamic and require members tolmmiéde in order to solve tasks successfully
(Stout, Salas and Fowlkes, 1997). However, the edemze development of project managers
Is often prioritised over that of team members. S hmproved knowledge of project manag-
ers is presumed to improve team performance andecuently organisational productivity
(Lenéer-Axelsson and Thylefors, 1998). The trairshguld focus on encouraging collabora-
tive learning and achievement of team goals (Hater2003). If the project manager creates
an environment that facilitates information flowdaexperimentation, the organisation is
likely to grow more strongly than would otherwise the case. Thus, learning in organisa-
tions depends both on providing employees withritjet knowledge and skills and on creat-
ing an environment that facilitates and encourdgesvledge sharing (Jones and Macpher-
son, 2006).

Encouragement of learning by the project managbelieved to enhance the performance of
a team (Bunderson and Sutcliffe, 2003; Zaccardpfam and Marks, 2001). However, learn-
Ing activities divert attention away from routine@nk, and over-emphasis on learning activi-
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ties leads to reductions in performance. When tbgpt manager over-emphasises learning,
the team can find it has more alternatives thamait handle, whereas when the project man-
ager under-emphasises learning, the team is nabtapf generating an appropriate number
of alternatives (Bunderson and Sutcliffe, 2003).

The competence development of project managerddaded to enhance their teams’ collec-
tive knowledge in team processes and consequentignee their performance (Tannenbaum,
Salas and Cannon-Bowers, 1996; Sonnentag, 1996)efféxctiveness of the team is believed
to be maximal if the project manager manages tatera shared understanding of the task,
roles and competences that exists within the téeanrenbaum, Salas and Cannon-Bowers,
1996). However, training in interpersonal skillosld preferably be provided at a team level,
rather than only for project managers (Salas anth@aBowers, 2001). If the project man-
agers manage to spread their new knowledge inpetsonal skills and teamwork to the en-
tire team, the training often results in improvemnenunication, cohesion and productivity
(Sundstrom, De Meuse and Futrell, 1990). Besidesiging wider knowledge of methods
and terminology, training in group processes amdigrdynamics also gives the project man-
agers a chance to critically evaluate their curremtking procedures and to exchange experi-
ences with colleagues from other teams within tigauisation (Zika-Viktorsson, 2002).

For a long time training within organisations hasused on improving the technical skills of
individuals. However, to foster broad competencwday’s team-centred organisations, both
the project managers and team members must algvstadd the ways in which they interre-
late with others and how they can improve theiftatmirative relationships (Hirschfeld et al.,
2006). Even if training efforts start at an indivad level, the organisation should make sure
that collective learning is facilitated by creatiag environment that encourages knowledge
sharing (Jones and Macpherson, 2006). Unless #&cicommunicated throughout the or-
ganisation, individual training is irrelevant forganisations. Teamwork should be the pri-
mary tool for this communication (Castka et al.Q20

From the perspective of behavioural science twoswayimprove the performance of a team

can be highlighted. One is to improve the interpeas processes within the team and the
other is to try to create a team with well-balancelés. Methods used to improve interper-

sonal processes focus on clarifying and creatingnesibment to the team’s goals and objec-

tives, developing the relations within the teampiiaving cooperation and communication

skills, promoting better ways to resolve conflietsd giving feedback in a constructive and

positive manner. The main focus, however, liesmproving the interpersonal relations and

the social interactions so the members can act mitkual respect, openness, honesty and
trust. The methods used to create a team with badtinced roles spring from the diversity of

persons and personalities in our society. If a teagomposed of persons who complement
each other’s strengths and weaknesses it is bdli@vencrease the performance of the team
(Lind and Skarvad, 1998).

2.6 Managing team composition

Increasing efforts are being invested within orgations to address the ideal composition of
their teams to ensure project success. Team mehtimhaviour is mapped, as well as the
way in which different members manage to colla(&ommerville and Dalziel, 1998). Ap-
propriate team composition and dynamics are vital gnsuring performance during the
course of an entire project. The project manageysa vital role in this. The project manager
has to properly assess and successfully combinectin@onents that will lead to project suc-
cess (Ranney and Deck, 1995). Hence, a successfetpmanager has to properly identify
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the contribution of each individual team member amahage to combine their contributions
throughout the team'’s life cycle to ensure thattdam performs well (Zaccaro, Rittman and
Marks, 2001).

2.6.1 Managing heterogeneous and homogeneous teams

The composition of a team can be either homogene®usall of its members are relatively
similar in terms of education, age, sex, experiemakies and cultural background, or hetero-
geneous, i.e. its members may be diverse, and leapélzhallenging and energising each
other, but with the obvious risk of disagreemehtzxrgen, 2003). Whether a project manager
should choose a heterogeneous or homogeneous teaposition depends on the nature of
the task (Larsen, 2003; Higgs, Plewnia and Plo@@52 Homogeneous teams are likely to
have lower potential for conflicts, greater teanmesiveness and better communication, but
also a lower level of creativity. Conversely, hetggneous teams are likely to have higher
levels of conflict and less effective communicatibat also a high level of creativity (Higgs,
Plewnia and Ploch, 2005). Heterogeneous teamsftinereutperform homogeneous teams
when tackling tasks that require creativity, intghce, creation of alternative solutions and
effective decision making (Guzzo and Dickson, 1996¥act, the level of innovation within a
team is highly dependent on its level of heteroggnélowever, the interaction processes
within a team have greater influence on innovatizen the level of heterogeneity (Drach-
Zahavy and Somech, 2001). The relationship betwleibehaviour of a project manager and
team satisfaction is quite strong when the teahoimogeneous; the more diverse a team is,
the less likely there is to be a strong relatiopdtetween team satisfaction and the project
manager’s behaviour (Yukl, 1971). Furthermore, ghgect manager has great influence on
team performance through providing the team memb&hsboundaries and facilitating crea-
tive thinking (Barczak and Wilemon, 1992).

Teams composed of members who are already famwiidr one another initially perform
their work more effectively than teams composedarfiplete strangers (Guzzo and Dickson,
1996). Furthermore, such teams find ways to opetet suit everyone more quickly than
other teams (Blebin, 1981). However, the advantag@sember familiarity decline over time
to such a degree that it becomes devastating to &fBectiveness after two to three years.
This also applies to teams who have remained isiace they were initially composed, even
if they were unfamiliar with each other at firsty£zo and Dickson, 1996).

2.6.2 Managing the balance of the team

A functioning team needs a healthy balance of tesmbers that focus on the task, i.e. initi-
ating tasks, getting the job done and meeting dweegllteam members that emphasise main-
tenance, i.e. confronting others in order to kelep peace and keep the group together
(Boddy, 2002; Katzenbach and Smith, 1993; Rannely 2&ck, 1995), and team members
who represent the interest of the client (Rannel@eck, 1995). The interpersonal play is fa-
cilitated if the members in a team can adopt aentaies. This makes everyday life a little
more predictable and creates a certain flow (LeAé&etsson and Thylefors, 1998). In order
for the team members to accurately obtain an utelesg of the scope of the task, and their
expected contribution, the project manager haddarly establish the roles and behaviour
patterns required of each individual (Zaccaro,rRaih and Marks, 2001). However, there are
both formal roles, i.e. job-description, and infalnmoles within a team. In both cases the
team members has expectations on each other aasmbie role, both of themselves and from
others (Larsen, 2003). Therefore, a project mansigeuld focus on clarifying differences in
roles and responsibilities in order to minimize ftiots (Hirst et al., 2004). The dynamics
within a team can be influenced by two oppositespealities, or roles, i.e. confronting roles
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and passive roles. The confronting role wants itcate a behaviour, but do not want to be the
recipient, the passive role wants to receive a\Wiebg but do not want to initiate it. Con-
fronting incompatibility is often quite obvious amehds to confrontations and power strug-
gles. Passive incompatibility is hidden and hardiszover, its result is that nothing is done in
time because someone else is always assumed tadase (Schutz, 1997). Project managers
can, however, influence the characteristics oftdam by choosing the individuals they in-
clude in the team (Zaccaro, Rittman and Marks 2001)

According to Katzenbach and Smith (1993) the magu$ when composing a team should be
on finding the right skills rather than the righgrponalities. However, this assertion is op-
posed by many researchers (e.g. Rapp RicciardiSahdller, 2005; Margerison, 2001; Bel-
bin, 1981), who instead suggest that teams, besm®plementing skills, mainly need com-
plementary personalities in order to become higtiepming and that individual competence
should not be valued more highly than team competélargerison, 2001). The competence
of an individual should hence be considered in dbetext of what is best for the project
(Margerison, 2001). Belbin (1981) states that; fiteaare a question of balance. What is
needed is not well balanced individuals but indirl$s who balance well with one another”
(Belbin, 1981, pp 77). Nine competence areas haem lidentified, all of which have to be
covered in order for teams to succeed. Collectivitly team has to be able to; assemble and
report data, generate and experiment with new jdeasstigate opportunities, assess and ex-
amine new methods, organise how things will workdpice outputs, manage and review the
working systems, maintain and preserve standamigatesses, and coordinate and integrate
with others. It has been shown that if these nimasare covered, the competence require-
ments will be fulfilled, but this does not neceiganean that the project manager has com-
posed an effective team. In order to be effective,project manager also has to establish the
objectives, priorities, time management allocatj@msl performance assessments within each
of the nine areas (Margerison, 2001). The balaha®mpetences however depends entirely
on the task to be performed (Belbin, 1981).

Besides the nine competence areas identified by&fieon (2001), Belbin (1981) identifies
eight types of roles that are useful in teams. &hetes are called: company worker, chair-
man, shaper, plant, resource investigator, moenatuator, team worker, and completer fin-
isher. All of these roles have unique strengthsweedknesses, which may or may not benefit
a project, depending on the nature of the tasktla@shumber of team members. A team con-
taining these eight roles should be able to detld mmy type of challenge. However, it is not
essential to cover all eight roles in order to e successful team, as long as the team is
well balanced. Furthermore, the roles that peogtgptican shift according to circumstances.
For instance, a project manager who took the BekHsh several times was designated a
“company worker” on one occasion and a “chairman”amother occasion. In other words,
his/her role changed as a result of the team agdnigational setting (Rapp Ricciardi and
Schaller, 2005). Furthermore, a certain role withiteam often outlives the person who ini-
tially had the role; once a person leaves a teaswateam member takes over their role. How
people act and behave in certain roles is detednoyethe nature and characteristics of the
role rather than their own preferences. Howevemmbers can challenge their current roles
and move in and out of different roles, for ins&rcperson who wants to influence others
can challenge the role of the leader (Forsyth, 0G6nflicts between roles can be either
beneficial or obstructive. One of the benefits ofhfticts of roles is that the boundaries be-
tween different roles are clarified (Larsen, 2003)e team members are likely to be less af-
fected by stress if the project manager is ablerdate a supportive environment in which the

10
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team members know what to do and there is clabguaiteam roles (Zaccaro, Rittman and
Marks, 2001).

The complexity that diversity brings means thatigebmanagers will never be able to man-
age diverse teams solely by following a few goldéles. Thus, project managers have to be
prepared to experiment and respond to feedbackrgmive from the team members (Jack-
son, 1996). However, it has been shown that pderfits and vagueness about roles lead to
reductions in satisfaction and productivity witlsineam (Forsyth, 2006). An indicator of con-

fusion in roles is if a job is being done twicenat at all (Woodcock, 1979).

An interesting conclusion that Belbin (1981) dresanfi his research was that behaviour,
rather than intelligence, affects how well teamdgren. However, it is extremely difficult, if
not impossible, for project managers to composerteptly balanced team, although if a team
is composed of people that are loyal to the tearfigoing, mentally strong and disciplined it
is likely to perform well (Belbin, 1981). In fadhe balance of team roles will have little im-
portance as long as the team members are well atethand committed to the mission, be-
cause the members will sub-consciously fill thesahat are missing (Boddy, 2002).

2.6.3 Managing team composition over time

The project manager must make sure that the cotiposif the team reflects the require-
ments of the team, which naturally changes ovee {{[Eskerod and Stilling Blichfeldt, 2005).
Thus, roles and behavioural patterns change dtinedjfe cycle of a team, which has an im-
pact on the team dynamics. Project managers threrbfove to adjust team roles during the
life cycle of the project (Rapp Ricciardi and Si#al2005). Any change in team composition
may harm the project and the cohesiveness witlartedm, since they cause more time to be
spent on team development processes than actyatipwork (Eskerod and Stilling Blich-
feldt, 2005). However, the project manager shouksliee that team dynamics are appropriate
throughout the life cycle of the team (Ranney artl) 1995). These situations are complex
due to the high demands of teaching the membersyabkwes, working procedures and appro-
priate behaviour (Lind and Skarvad, 1998).

2.7 Project managers’ handling of the life cycle of teams

A project manager should know that all teams méweugh a life cycle with a beginning, a
body and an end, most obvious is this in projeami® which only operate within a short
amount of time (Larsen, 2003). Furthermore, theabigur of teams is sequential and can be
described as an expression of the teams’ expetiasoeell as their responses to the changes
affecting them (McGrath and O’Connor, 1996). Howeweams move back and forth be-
tween the sequences of the life cycle due to reph@nt of team members, and the introduc-
tion of new technology or new routines. The lifecleymodel should, however, provide a re-
minder for project managers that motivational tadiinal, and behavioural processes within a
team constantly change as the team develops (Rb389).

The influence of the project manager is greatedy @a the life cycle of teams, mainly be-
cause project managers themselves tend to be rffectivee at that time. Furthermore, the
initial effectiveness of the project manager isregted to the later performance of the team
(Zaccaro, Rittman and Marks, 2001). Hence, theggtapanager is one of the forces that uni-
fies team members’ efforts (Aronson, Reilly and hy2006). Since different problems arise
and the level of member acceptability to change laglg varies during the team’s life cycle,
different management approaches have to be adtptedghout the team’s development in
order to meet the needs of the team (Rosen, 1889)for example, important for the project

11
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manager to structure the team and task at the miegif the team’s life cycle (Zaccaro, Ritt-
man and Marks, 2001). The project manager shoutidlip also try to avoid high levels of
cohesion and conformity pressure, since pressuceritorm can hinder experimentation and
lead to premature decisions (Rosen, 1989). As tdsosme more experienced and oriented
in the task, the project manager needs to displagesupportive behaviour. When teams
move from orientating themselves to focusing margerformance, the project manager has
to shift focus towards facilitating team self-maeaagent. As the team becomes more effective
and high performing, the project manager does awé lto pay so much attention to directing
individual team members’ actions, but should indtecus on fostering effective team self-
management (Zaccaro, Rittman and Marks, 2001).pEnfmrmance of the team is a result of
how well the manager handles the difficult taslobfaining an appropriate level of cohesion
at all times (Rosen, 1989).

2.7.1 Sequential development theory

There are many descriptions of the number and cterstics of the sequential stages, or
phases, of a team’s life cycle. Rosen (1989), kangle, suggests that teams normally pass
through seven phases: the pre-assembly, assenmganisation, learning, team work, closing
ranks, and stagnation phases. Lacoursiere (198@)ests that most teams go through a se-
guence of five developmental stages in their hfieti the orientation (or negative orientation),
dissatisfaction, resolution, production, and temtion stages. Lenéer-Axelsson and Thylefors
(1998) suggest that teams are likely to pass thr@aeyen phases during their life cycle: the
initial, honeymoon, integration, conflict, platforand regression, maturity, and separation
phases. However, the most widely adopted descnip8othe one presented by Tuckman
(1965), which describe the following developmemsdiuences within small groups: forming,
storming, norming, and performing, to which Tuckmamd Jensen (1977) later added ad-
journing. A project manager who understands thgestheir team is currently in, how they
got there, and how the team is functioning in thespnt stage can make better informed deci-
sions than a manager who lacks this insight (Rak289). The model presented by Tuckman
(1965) and developed by Tuckman and Jensen (19 Mewsed as a framework to explain
the various theories concerning the sequentiatiifde development of teams.

During the first sequence in the team developmgade¢ forming, the members are quite ea-
ger to get started and have positive expectatibnghat they will encounter (Lacoursiere,
1980). At the same time they are a little anxiond aervous as they try to orient themselves
and find out what the task will bring, what thedeawill do and who the other members are
(Tuckman, 1965; Lacoursiere, 1980; Lenéer-Axelsswh Thylefors, 1998). The communica-
tion is shallow (Lenéer-Axelsson and Thylefors, 8Pand the amount of work produced is
quite moderate since a lot of energy is spent daioing personal needs instead of working
towards the goals of the group (Lacoursiere, 19&Méer-Axelsson and Thylefors, 1998).
The manager must therefore step in and establiste |ort of structure and cohesiveness
(Lenéer-Axelsson and Thylefors, 1998). In contrhat;oursiere (1980) identifies a different
scenario to that described above, called the negaitiientation stage, which occurs when
members are in some way forced to participateeftbof eagerness to get started, this sce-
nario is characterised by hostility and resistafi¢ée amount of work produced is low but the
stage will still blend in to the succeeding stagethe same way as the initial sequence nor-
mally would. The reality is though probably a mpdwf individuals who are resistant and
eager to get started (Lacoursiere, 1980).

The second sequence in the team development cstdening, is characterised by disap-
pointment and frustration towards the leader, #sk tand the fellow team members (Tuck-
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man, 1965; Lacoursiere, 1980). Thus, conflicts aflpear as the differences between the par-
ties arise and are recognised (Lenéer-Axelssoriragtkfors, 1998). The frustration is also a
consequence of the members realising that thayeles not match their initial positive ex-
pectations (Lacoursiere, 1980). However, the cosfiwill have a unifying effect on the team
as a whole if dealt with properly by the projectmager (Lenéer-Axelsson and Thylefors,
1998). Some teams, on the other hand, become Isof fislistration and negativity that they
never actually pass through this sequence. In asiptin some, very rare, cases, this sequence
will have little effect on teams and be almost ued&ble (Lacoursiere, 1980). However, ab-
sence of conflict is often a sign of anxiety andifierence rather than of strength and matur-
ity (Lenéer-Axelsson and Thylefors, 1998).

When resistance has been overcome, the team émetisird sequence in their development
cycle, norming. Team members start to express a&ténand personal opinions (Tuckman,
1965), and common norms start to develop (Lacowsi980). This can sometimes feel like
a step back in the team development cycle (Lené&ets&on and Thylefors, 1998), but in
time the team becomes more cohesive and the waek staghtly increases (Lacoursiere,
1980).

The fourth sequence in the team development cpeldprming, is characterised by a high
level of work (Tuckman, 1965; Lacoursiere, 1980utumal respect for each other’s personal-
ity and work (Lenéer-Axelsson and Thylefors, 1988)d flexibility and functionality in team
roles (Tuckman, 1965). Everyone is capable of waykndependently (Lenéer-Axelsson and
Thylefors, 1998), but still experiences a strongsgeof belonging with the rest of the team
members (Lacoursiere, 1980; Lenéer-Axelsson andefdrg, 1998). This boosts satisfaction
among the members, which increases the efficiembfidme (Lacoursiere, 1980), more time
is spent on the task and less time struggling widheagues, the leader, or the task itself
(Tuckman, 1965; Lacoursiere, 1980). It is howewepartant for the project manager to re-
member that the efficiency of a team is nevertaiit is continuously influenced by the en-
vironment (Lenéer-Axelsson and Thylefors, 1998).

The nature of the fifth and final sequence in tlewallopment cycle of a team, adjourning

(Tuckman and Jensen, 1977), depends on the reasstirefteam’s termination, and emotions

expressed in this phase may range from bittermgsef, aggressiveness, happiness or relief
(Lenéer-Axelsson and Thylefors, 1998). Howevemhigh-achieving groups, positive feelings

of accomplishment are likely to exceed the negdtedings of loss (Lacoursiere, 1980).

The length of the developmental sequences varmes feam to team and not all teams pro-

gress smoothly between them. Some teams get stugkrly stages and never manage to be-
come unstuck (Rosen, 1989). However, the time sipeaach sequence can be modified by
changes in group composition, the duration of tloeig and the nature of the task (Tuckman,
1965). For example, if the team is composed of ljighofessional and experienced mem-

bers, the team can develop more quickly (Larse®3R0

2.7.2 Punctuated equilibrium theory

Cooperation within ever-changing, task-orientedgmbteams is basically a product of plan-

ning and administration. The classical view of ey teams evolve through a series of se-
guential stages might therefore have to be revisedder to explain the development of spe-

cific project teams. The behaviour within projeeains is often shaped by the nature of the
task rather than evolved through a natural devetspireequence. The task itself and the plan
of action act as unifiers and regulators of theaedur within the group (Zika-Viktorsson,
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2002). Thus, it is appropriate to consider an a#tve view suggested by Gersick (1988),
which proposes that teams progress through amatten of long stable phases and short pe-
riods of revolutionary change.

The model presented by Gersick (1988) is callechtpuated equilibrium”, since it suggests
that teams work in long phases of equilibrium puatéd by shorter periods of dramatic
change. The model shows that teams immediatelyrdete how to deal with a task. The
choice of initial approach is made almost as satha team is composed and is influenced
by the team members’ expectations of the other neesnlthe task, and the contextual factors.
This approach is then consistent throughout tts fialf of the project, which is called phase
1. When teams approach the calendar midpoint optbgect they display anxiety about fin-
ishing on time. They compare their current positienhere they ought to be, in the light of
their increased knowledge about the nature of dsk &ind possible ways to solve the prob-
lem. Accordingly, they take action and change thpr@ach dramatically (this is called the
midpoint transition), and progress into phase h&le by either abandoning or completing
phase 1. The organisational context and exterfilakimces play important roles in the choice
of future approach. When the team has past theamtijand made the change, it is highly
unlikely that they will alter their approach anathiene. In phase 2, teams focus on solving
task-related problems and do not spend time ondixntra-group problems. As the project
move towards its end, teams stop generating newriaatind focus on preparing existing
material for external use and external influenceseoagain have a major influence on the
work of the team. In the completion phase, the smtreasingly express positive or negative
opinions about each other’s personality and perdmee. As mentioned above, the external
environment plays an important role in the tean@gedlopment at three major points: the de-
sign of the team, the calendar midpoint, and theptetion of the project. Conversely, during
phases 1 and 2 teams are not significantly infladray the external context (Gersick, 1988).

In contrast to Gersick (1988), Lacoursiere (19883 hsserted that the effects of external in-
fluences are marginal and less important to teaveldpment. However, Lacoursiere (1980)
also states that project managers should be awateheir team members are affected not
only by the development of their current team, &lsb by other groupings at work and at
home. The different development stages and thigctsfcan sometimes interact significantly
and affect the behaviour and feelings of an indigidLacoursiere, 1980).

2.8 Leadership and organisational change

It is easier for project managers to experimentraale changes at an early stage of a project
as the norms and behavioural patterns of the teama hot been fully established, and resis-
tance to change or new ideas has not yet growngstibhe change implementation process
becomes slower as a group gets older (Lenéer-Axelasd Thylefors, 1998). However, there
is no ideal way for project managers to approa@ngk implementation; the most appropri-
ate change strategy depends on the situation ({{eBs@nchard and Johnson, 2001). Never-
theless, change can seldom be implemented in pespart of the organisation without having
at least some effect on the entire system (Len&ets&on and Thylefors, 1998). Project man-
agers should use a participative approach to chamgm dealing with teams that actively
seek responsibility and that have some knowledgeearming the change proposed, but they
should adapt a directive approach when dealing tegims that are unwilling to take any ini-
tiatives unless forced (Hersey, Blanchard and Joir2001).
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2.8.1 Reactions to change

The way in which a team reacts to change is affebtemany factors, e.g. where and under
what circumstances the change is initiated. Chatiggsoriginate from a higher level within
the organisation, or from outside of it, are ofteneived with great suspicion. It is very im-
portant for the project manager to create a culiitiein the team that allows everyone to ex-
press and deal with their concerns about the comsegs of the change. In this way some
unnecessary resistance can be avoided (Lenéerstxetnd Thylefors, 1998). Project man-
agers have to properly support their team membaenwhe team is exposed to change. The
support and acknowledgement of employee needs dy@at influence on the way the em-
ployees perceive the approaching change (Raffertly Griffin, 2006). Change causes both
psychological and physical strains. Thus, individuaho need a high-level of revitalisation
and stimulation in their work accept change mowilg than others. Less flexible persons
are unwilling to change since a change in workingcpsses implies that previous practices
have been incorrect (Oreg, 2003).

What project managers consider as best from amiz@f#onal point of view is not always in
the interest of the individual who is supposedtiarge, which is a cause of resistance. Even
if the interest of the organisation and the intedsthe individual coincide, the individual
may still resist the change. Furthermore, individuand to oppose change since the change
process involves more work in the short term. Bwnelividuals who feel positive about the ef-
fects of the change itself can oppose the changeeps simply because of the added work-
load (Oreg, 2003). Thus, employees are highly coreck about the effects that a change
process may have on themselves, their tasks, aidgtrroundings (Rafferty and Griffin,
2006; Oreg, 2003; Lenéer-Axelsson and Thylefor®8)9Change processes that are new to
people therefore often cause anxiety and resistsince the change will require them to mod-
ify their own work procedures, beliefs and behawiddence, the change process produces
new situations in which new activities and behakgoare rewarded, resulting in employee
uncertainty (Lick, 2006). Having to develop new wayf dealing with things may trigger
stress symptoms (Oreg, 2003). If the change prdeasseen thoroughly planned and dis-
cussed within the organisation, it tends to eageetimployees concerns and increase their
well-being (Rafferty and Griffin, 2006), especiaifythe employees have been involved in the
decision-making process (Oreg, 2003; Lenéer-Axelsswd Thylefors, 1998). Most persons
feel positive about change if they can initiatthemselves (Lenéer-Axelsson and Thylefors,
1998). However, the fear of change is not as grithin a collective team as in a single indi-
vidual who is essentially left on his/her own (Katbach and Smith, 1993). The more the
employees know and understand a change processndhe readily they accept it. Any
change effort must therefore be preceded by aodattory learning effort (Lick, 2006).

2.9 Project managers’ use of situational leadership

Hersey, Blanchard and Johnson (2001) have develpeanework, called situational leader-
ship, to facilitate project managers’ and othedé¥a’ choice of appropriate approach when
dealing with teams. Use of the framework is, acemydo the creators, likely to increase the
performance of both the project manager and thma.td&e model is based on Lacoursiere’s
(1980) model of team development (Graeff, 1997)cakding to the situational leadership

model there is no single best way to influence aanteHowever, a vital part of situational

leadership is team development, because if theeisitef the team is not considered at all
times it is easy to justify the use of any leadgrsipproach, even if it is not the most appro-
priate (Hersey, Blanchard and Johnson, 2001).
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2.9.1 Application of situational leadership

The model is based on a combination of leader (@is&ctive) behaviour, leader relationship
(supportive) behaviour and the readiness/matufitg@m members to perform a certain task
(Hersey, Blanchard and Johnson, 2001). Howevere tiseno general consensus regarding the
number of dimensions that influence the preferesiérship style (Rosen, 1989). The leader
behaviour aspect resembles the classical contimaodel of leadership styles, with authori-
tarian leadership at one end and democratic Iebigeet the other end. The authoritarian
manager makes decisions alone and announces thalg, the democratic manager allows
the team members to perform within the environnsenty the manager (Cole, 2004; Rosen,
1989). Leader task (directive) behaviour is theeeito which a leader directs his/her team in
terms of what to do, when to do it and who is tatdbeader relationship (supportive) behav-
lour is the extent to which the leader engagesaiifating and supportive behaviours. The
readiness/maturity of the team refers to the vglhiess and ability of a team member to per-
form a task, willingness being the level of comnatthand motivation to perform the task
whereas ability is the knowledge, skills and expece of the members (Hersey, Blanchard
and Johnson, 2001). Rosen (1989) has identifiegktladership style dimensions: authoritar-
ian vs. democratic, employee-centred vs. work-eehtand rewarding vs. punishing. These
three dimensions refer to the behaviour patteras dhproject manager exhibits in any deci-
sion making or management situation.

son (2001) in the situational leadership modelsthiy high task behaviour and low relation-

ship behaviour is appropriate when the team mendier® low levels of readiness/maturity.

This setting requires the leader to adopt a gujdieijng, and directing approach. Secondly,
high task behaviour and high relationship behavisuappropriate when the team members
show low to moderate levels of readiness/matufibys setting requires the leader to adopt an
explaining, selling, and persuading approach. Thildw task behaviour and high relation-

ship behaviour is appropriate when the team mendier® moderate to high levels of readi-

ness/maturity. This setting requires the leadeadopt an encouraging, participating, and
problem-solving approach. Fourthly, low task bebaviand low relationship behaviour is

appropriate when the team members show high |efelsadiness/maturity. This setting re-

quires the leader to adopt an observing, delegading) monitoring approach (Hersey, Blanch-
ard and Johnson, 2001).

2.9.2 Criticism of the situational leadership model

The situational leadership concept presented bygdyerBlanchard and Johnson (2001) has
been widely criticised. Furthermore, although mbeeagdership development courses apply the
situational leadership model, the theory concertiregapplicability of the model is somewhat
insubstantial (Fernandez and Vecchio, 1997). Thators suggest that the concept is applica-
ble in any organisational setting where leaderdrgieg to influence others (Hersey, Blanch-
ard and Johnson, 2001), but anyone trying to appdy model may encounter conflicting
guidelines for the same situation depending onvireion of the model they use. However,
the greatest problem associated with the situdtieadership model may be the lack of theo-
retical foundation for the suggested relationshipsveen its variables (Graeff, 1997). The
theory of situational leadership is even considecethck certainty in terms of validity and
utility (Fernandez and Vecchio, 1997), and furtherenit contains several logical inconsis-
tencies in the form of contradictory statementsa@®t 1997).
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3 Research methods

The following chapter describes the research sarttpdemanner in which this study was con-
ducted, and the ways in which the data were celteand analysed.

3.1 Research design

Due to the limitations constraining this study,rass-sectional, mixed-method approach was
used, involving both quantitative research, i.df-a@ministered questionnaires, and qualita-
tive research, i.e. semi-structured interviewspiider to obtain a balance between reliability
and validity. The objective was to investigate hwaourse in team skills for project managers
influenced the way in which they perceived and ngadagroup dynamics and interpersonal
processes. Since the course had already taken piace was no possibility to undertake lon-
gitudinal observations. The data therefore hadetadilected by asking the project managers
how they perceived their situation before and aftercourse.

3.2 Research procedures

Primary data were gathered using self-administrgtgeistionnaires containing both closed-
ended and open-ended questions, and semi-struciintediews. The questionnaires were
distributed via the intranet to the whole sampléereas face-to-face interviews were held
with ten persons from the sample.

Self-administered questionnaires were used in iadib interviews in an attempt to reduce
the researcher’s direct influence on the respomsdéktcording to Gill and Johnson (1997)
this choice increases the reliability of the result

The closed-ended questions included in the questioes allowed responses in six-point in-
terval scales, i.e. Likert scales, ranging fromaie@ to positive choice of opinion. Six-point
scales were chosen because psychological reseascshbwn that respondents have difficul-
ties to make reliable distinctions between morentheven points (Weisberg, Krosnick and
Bowen, 1996), while fewer choices reduces the nurabways to answer the question, forc-
ing the respondents to choose answers that magfett their opinions (Weisberg, Krosnick
and Bowen, 1996). The advantages of gathering tadagh closed-ended questions are the
ease for the respondents to reply to the questtbesease of analysing the answers, and the
compatibility of the answers. However, there asoalisadvantages, including the possibility
that respondents may misinterpret the questiors tlaa fact that the answers do not reflect
the respondents’ own words.

The open-ended questions included in the questimwere intended to extract the respon-
dents’ interpretation of their situation and faeite the following set of interviews. However,
when interpreting the responses, one must congigelow level of reliability due to the di-
versity of answers given, and the demanding tasknafysing the responses. Part of the rea-
son for not merely performing interviews, which \einave been likely to give maximum
depth, was that according to Fowler (2002) quentimes facilitate openness from the re-
spondents since they do not have to share themaspwith anyone else; their thoughts and
beliefs remain undoubtedly anonymous.

When designing the questionnaires, concern was tikensure that the phrasing of the ques-

tions would not guide the participants to answeaing particular way. Sapsford (1999) states
that the respondents are easily tempted to answeguestions in the way they assume is the
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“correct” way instead of revealing their true pgrten. In addition, the questionnaire in-

cluded a set of questions that explored the sampiestobut with variations in the use of

words. This increases reliability (Fowler, 1995; ig¥erg, Krosnick and Bowen, 1996) and

ensures that the wording does not influence the@nas much as if only one question is used
(Weisberg, Krosnick and Bowen, 1996).

The semi-structured interviews gave both the resesrand some of the respondents a chance
to probe the issues with a shared opportunity farfecation. However, the diversity of an-
swers further complicated analysis of the responses

3.3 Research sample

The research sample was composed of 42 people adh@drticipated in a project manage-

ment course (level four) at a medium-sized orgaioisan Gothenburg, Sweden. The respon-

dents participated in the course on four sepam@tasions, between May 2004 and June 2006.
The questionnaires were distributed to the whotepa, whereas interviews were conducted
with ten randomly selected participants, i.e. betwene and four respondents from each
training occasion.

3.4 Data analysis

Several tools and techniques were used to thorgagtalyse the collected data. The first step
was to analyse the results from the first parthef self-administered questionnaire, i.e. the
closed-ended questions, which had a response t&4%. In order to perform univariate
analysis, and obtain indications of the variabitifjthe responses, the responses were fed into
SPSS, to determine the minimum, maximum and mekert_scores, and their standard de-
viations for each questions. Each of the eight ifipeareas, and the area of general issues,
presented in Table 1 was then examined in the saamaer.

Both the open-ended questions of the questionnamdsthe interviews were analysed using
what Kruuse (1998) calls “analysis by topics”, bg.breaking down the data into several top-
ics. The same division of topics was applied dutimg construction and analysis of both the
open-ended and closed-ended questions of the qaeaties. As for the interviews, the inter-
view guide used during the interviews was useddpasition the analysis of the interviews.
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4 Results

This chapter presents the results from the selfiaidtrated questionnaires and the face-to-
face interviews. Firstly, the reader is providedwa concise description of how the data were
encoded. Secondly, an overview of the findings ftbenquestionnaires is presented, followed
by a systematic presentation of the results. Thirah overview of the findings from the face-

to-face interviews is presented, followed by a tlugh examination of the patterns found. In-
terpretations of the results presented here aceisied in the next chapter, chapter 5.

4.1 Self-administered questionnaires

The self-administered questionnaires contained @nh@nded and 13 closed-ended ques-
tions, as shown in Appendik The questions were set to examine nine areastefest as
presented in Tablgé. Each area of interest was covered by betweeratwicsix closed-ended
guestions and at least one open-ended question.

Table 1. Decoder for the questionnaires.

Areainvestigated Items |Questions

1. Team composition 5 11;8;9;13; 24
2. The lifecycle of teams 4 12;10; 14; 25
3. Group norms 3 |3;15; 26

4. Change management 3 14;16; 27

5. Implementation of new knowledge 71 18-23;36
6. Impact on overall team performance B 7;17; 28
7. Communication 3 15;12;29

8. Situational leadership 3 16;11; 30

9. General issues 5 131-35

The respondents had six possible choices for assiwezach of the closed-ended questions in
the questionnaire; 1 — Not at all, 2 — Very LittBe;- Little, 4 — To some extent, 5 — To a great
extent, 6 — Completely. The numerical values usechtculate the mean values and standard
deviation (presented in the tables below) are basethe resulting Likert scores, both for
each question, and subsequently for each aredtigatesl.

It should also be noted that the respondents cchodse to give several answers to the open-
ended questions, i.e. enumerate all the consegsigheecourse had. This means that the
number of respondents to some questions does rtehrtiee number of ways in which the
area investigated affected the project managers.
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Table2. Descriptive statistics of the Likert scores fog tesponses to each question.

I Minimum | Maximum Mean Std. Deviation
21 27 2 5 452 700
Q2 27 Z G 444 gd7
Q3 27 2 E 3.96 930
Q4 27 2 G 4 26 859
Q5 27 3 G 481 736
Q6 27 4 E 519 681
Q7 27 2 G 4 41 747
Qa 27 3 G 463 742
Q9 27 2 5 433 832
210 27 2 5 4.00 1.074
211 27 4 G 500 679
Q12 27 3 5 4 48 580
213 27 2 E 470 86y
214 27 2 5 4.00 832
215 27 Z 5 3.89 gd7
216 27 2 5 3.85 818
17 27 4 G 444 57T
21a 27 1 5 333 1.330
219 27 1 5 3452 1.087
Q220 27 2 5 4.26 764
221 27 1 5 426 9584
Q22 27 1 5 i 1.047
223 27 1 5 3.63 1.079
Yalid M (listwise) 27

Table3. Descriptive statistics for the overall Likert sesifor each of the investigated areas.

M Minimum | Maximum Mean Std. Deviation
Composition 108 2 B 455 730
Lifecycle 81 2 G 415 937
Marms 54 2 G 3.83 908
Change 54 2 B 4.06 856
Implementation 162 1 5 3.73 1.113
Perfarmance 54 2 G 443 BE2
Communication 54 3 B 465 677
SL 54 4 G 509 Ga0
Walid M (listwise) 54

4.1.1 Team composition

To examine the project managers’ learning regartkagn composition following the course,
five questions were asked, four were closed-endedome open-ended. Twenty-seven indi-
viduals answered these questions, so the respatesaas just over 64%. As shown in Table
2, the questions concerned with this area, i.e. @,@ and Q13, all had high mean Likert
values ranging from 4.33 to 4.70 with standard agwns ranging from 0.700 to 0.869 and an
overall mean value of 4.55 with a standard devwiatip0.790.
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As shown in Chartl, 18 individuals 2
claimed that the training affected theip*"
view on how to compose teams. Hows, |
ever, seven people could not apply
their knowledge in this subject for“"’
various reasons (Chart 2). Seven pe[Z:
sons also claimed that following thew
training they better understood thezf
links between task, group composition, |
and project outcome. Five people?]
declared that the course made them re-
alise how important it is to have a di- Chart 1. Q24, did the course affect your view ow ho
verse set of people within a team, i.e. compose teams?
to cover the whole personality range.
Three persons said that the course onl
repeated what they already knew. F|-
nally, four people stated that the traln-
ing had other consequences. One per-
son gained understanding of the roles
that suited different people. Another®]
person realised that it is not just the’| |
formal roles in a team that affect its”]
performance. A third stated that his/her
awareness Of the faCt that IndIVIduaISO Can notapply‘ Task + group Importantwith;Mostly repetition‘ Other
take on different roles depending on composition = heterogeneous
how the situation and group composi- outeome aow
tion varies over time had increased. A Chart 2. Q24, in what way did the course affectryoew
fourth person had learned that there areon how to compose teams?
methods to identify different personalities.

e [

T
Yes No Do not know No answer

4.1.2 The life cycle of teams

To examine the project managers’
26 . .
o learning about the life cycle develop-
22 ment of teams following the course,
207 four questions were asked, three

184

16
14
12

10 A

o N B O
L

[ —

Yes

Chart 3. Q25, did the course affect the way youdleathe

life cycle of teams?

No

Do not know

No answer

closed-ended and one open-ended. The
response rates for the closed-ended
guestions were just over 64%, i.e. 27
individuals answered the questions. As
shown in Table2, the questions con-
cerned with this area, i.e. Q2, Q10 and
Q14, Q2 had a mean Likert value of
4.44 whereas both Q10 and Q14 had a
mean Likert value of 4.00. Further-
more, the standard deviations ranged
from 0.832 to 1.074. The overall mean

value was 4.15 with a standard deviation of 0.93i& response rate for the open-ended ques-
tion, i.e. Q25, was slightly lower than 62%, i.6.i@dividuals answered the question.
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As shown in Chart 3, 14 people
claimed that the course affected the
way in which they handle the life cycle
of teams. Five persons said that they
were better able to handle a variety of

16

14

12 A

8,
6 upcoming situations within their team
Al (Chart 4). Five persons declared that
2l they did not really learn how to handle
o ‘ ‘ | ___ the development of a team, but rather
Betterat  Rather handlingHave not handled ~ Greater ~ Mostly repetiion  how to handle the deve|0pment of each
handling a individuals a group under understanding for . L.
variety of during their  development yethe various stages individual. Three persons stated that
situations development

they had not had the opportunity to

Chart 4. Q25, in what way did the course affecttiag in ~ Nandle a team and its development.

which you handle the life cycle of teams? Only two persons claimed that they

had acquired greater understanding of

the stages that a team passes through duringatmenty. Furthermore, one person claimed
that the information given was mostly repetitiorpoévious knowledge.

4.1.3 Group norms

To examine the project managers?
learning of how to handle the norms of; |
a team following the course, threeo;
questions were asked, two closedi-g
ended and one open-ended. The re-
sponse rates for the closed-ended ques-
tions were slightly more than 64%, i.e.lgj
27 individuals answered the questionss
As shown in Table2, the questions *
concerned with this area, i.e. Q3 and | | | [ ] .
Q15, had mean Likert values of 3.96 Yes No Do not know No Answer
and 3.89 and standard deviations of q,.1 5 26, did the course affect the way in Wiyiou
0.980 and 0.847, respectively. The handle the norms of a team?

mean value for the examined area as a

whole was 3.93, with a standard deviag
tion of 0.908. The response rate for thg |
open-ended question, i.e. Q26, was|
slightly under 62%, i.e. 26 individualsio
answered the question. As shown in
Chart 5, only six persons thought that
the course affected the way in whicha -
they handle the norms of their teamz

Three persons stated that they did not — ..

handle a team (Chart 6). One person %y Tyose Temoes sermisaun | by
I 1 t i d t ki tai

claimed that he/she learned the impor- ~ mom actions - orms and o o

tance of setting an example by his/her

Own, actions. Another p,ers_on learned Chart 6. Q26, in what way did the course affectvtlag you
the importance of establishing and fol- hangie the norms of a team?

lowing set norms. Yet another person

experienced self realisation during the course @l final person started to think more be-
fore asking certain questions within the team.
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4.1.4 Change management

26

244
22

20

18
164
14+
12

10

8

N A O
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o
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Do not know

No answer

Chart 7. Q27, did the course affect the way youagan

your team during change?

16

14
124

o N b O ©
I L

[

[

Greater Greater
understanding ofunderstanding of
different the reactions of
individuals the group
willingness to
change

group

Chart 8. Q27, in what way did the course affectviiag you

manage your team during change?

Do not handle a The importance Try to be more

of information  authoritarian in

and discussions any change
process

To examine the project managers’
learning of how to handle teams during
change, three questions were asked,
two closed-ended and one open-ended.
The response rates for the closed-
ended questions were slightly over
64%, i.e. 27 individuals answered the
questions. As shown in Tabl, the
guestions concerned with this area, i.e.
Q4 and Q16, had mean Likert values
of 4.26 and 3.85 and standard devia-
tions of 0.859 and 0.818, respectively.
The overall mean value was 4.06, with
a standard deviation of 0.856. The re-
sponse rate for the open-ended ques-
tion, i.e. Q27, was slightly under 62%,
l.e. 26 individuals answered the ques-
tion. Fifteen people thought that the
course affected the way in which they
managed their team during change
(Chart 7). As shown in Chart 8, four
persons better understood each indi-
vidual's willingness to change. Two
persons better understood why teams
react as they do. Two persons stated
that they did not handle a team. One
person recognised the importance of
having an open information flow and
discussion about change. Another per-

son became more authoritarian during change asuét t# the course.

4.1.5 Implementation of new knowledge

To examine how the project managerg

had been able to implement their learr

ing following the course, seven quesgzi
tions were asked, six closed-ended ang|
one open-ended. The response rates fot

the closed-ended questions werg

slightly over 64%, i.e. 27 individuals |
answered the questions. As shown i

Table 2, the questions concerned with

this area, i.e. Q18, Q19, Q20, Q21,

T

—

Q22 and Q23, had mean Likert valueg
ranging from 3.33 to 4.26 and standard
deviations ranging from 0.764 to

1.330. This wide spread is due to the

Yes

No Do not know No answer

Chart 9. Q36, have you been able to implement yiat
learnt following the course?

fact that each question covered a separate arédharease of implementing had clearly var-
iled between different areas. The response ratihiéoopen-ended question, i.e. Q36, was
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slightly under 60%, i.e. 25 individualss

answered the question. Seventeen peag-
sons thought that they had been able tg|

at least implement something,
following the course (Chart 9). As,

shown in Chart 10, five persons,
claimed that they applied their learning, | |

on a daily basis and three persons had
been able to apply their learning to,

—

some extent. Three persons stated that e day-o-day To some extent

business

their communication had become
clearer. Two persons improved their

Clarity in Greater Other
communication understanding of

diversity

Chart 10. Q36, in what way have you been able fam

understanding of diversities. Some 0f yent what you learnt following the course?

the other stated opinions were that no

opportunity to apply their learning had been give@mneone developed better social relations,
and another person became more secure in hisfleer ro

4.1.6 Impact on overall team performance

2€
24+
22
20
18
16
14+
12 A
10

8 4

oN MO
L L

B =

Do not handle the Yes No Do not know No answer

same teal

Chart 11. Q28, if you manage the same team asdvdfer
course, was the team affected as a result of yending it?

16

14+

12

10

Shift in approach byGreater understanding Other

the project manager for the individuals

By situational
leadership

Chart 12. Q28, in what way was the team get affeatea
result of you attending the course?

To examine whether their teams’
overall performance was affected as a
result of the project managers’ train-
ing, three questions were asked, two
closed-ended and one open-ended. The
response rates for the closed-ended
questions were slightly over 64%, i.e.
27 individuals answered the questions.
The questions concerned with this
area, i.e. Q7 and Q17, had mean Likert
values of 4.41 and 4.44, with standard
deviations of 0.747 and 0.577, respec-
tively (Table 2). The mean value for
the area as a whole was 4.42 with a
standard deviation of 0.662. This was
the area with the narrowest standard
deviation. The response rate for the
open-ended question, i.e. Q28, was
slightly under 62%, i.e. 26 individuals
answered the question. As shown in
Chart 11, four persons did not handle
the same team as they did prior to the
course. However, ten people felt that
the overall performance of their team
had improved. As shown in Chart 12,
five persons mentioned that the use of
situational leadership had improved
their team. Three people claimed that

the course created a shift in their approach thetartheir team improve. Another three peo-
ple mentioned that better understanding of theviddals in the team also led to better per-
formance. As an example of the other consequenoes¢laimed that no improvements were
noticeable despite his/her frequent use of sitnatiteadership.
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4.1.7 Communication

To examine whether the project man2
agers changed the way they communig’
cated with their team as a consequenee
of the course, three questions weré"
16
asked, two closed-ended and one open-
ended. The response rates for the
closed ended questions were slightly)
over 64%, i.e. 27 individuals answereds |
the questions. As shown in Table 2341
the questions concerned with this ared, ‘ __ oewm e
l.e. Q5 and Q12, had mean Likert val- Yes No Do ot know No answer
ues of 4.81 and 4.48, with standard de- .., 13 29, did the course affect the way incwlyiou
viations of 0.736 and 0.580 respec- communicate with your team?
tively. The overall mean value was
4.65, with a standard deviation of
0.667. The response rate for the open-
ended question, i.e. Q29, was slightl)fzf
under 60%, i.e. 25 individuals an-
swered the question. Eighteen person$
thought that the course changed thé
way in which they communicated with ¢
their team (Chart 13). As seen in Chart
14, the major reason for a change in-
communication was the use of situ-, : :
ational |eaderShip. Fourteen pe0p|e The szzdo;rzié?;tional Clarity in communication Other
claimed that this was the way they had
changed_. Three persons said that theIrChart 14. Q29, in what way did the course affeetiay in
communication had become clearer af- yhich you communicate with your team?
ter the training. Finally, five people
stated that the training had other consequencese &4 these were that someone began to
think more before communicating with the team, haotould better communicate with new-
comers, and one had started to use more non-dieegtiestions.

4.1.8 Situational leadership

2 To examine the project managers’
24 4 . . .

9] learning about how to adjust their

20 leadership style according to the nature
] of the situation, three questions were
14| asked, two closed-ended and one open-
121 ended. The response rates for the

10
8

closed-ended questions were slightly
over 64%, i.e. 27 individuals answered
the questions. As shown in Tabk
‘ ‘ ’—‘ e the questions concerned with this area,
Yes No Do ot know No answer i.e. Q6 and Q11, had mean Likert val-
ues of 5.19 and 5.00, with standard
Chart 15. Q30, did the course affect your leadprstyle?  Jeviations of 0.681 and 0.679, respec-
tively. The mean value for the area as

N A O
T

o
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16 a whole was 5.09, with a standard de-
14 viation of 0.680. This was the highest
12 mean value of all areas and the only
10 area in which all answers were in the
8 range of 4 to 6. The response rate for
61 the open-ended question, i.e. Q30, was

41 slightly under 60%, i.e. 25 individuals
2 | | answered the question. _T_hirteen per-
° According to By increased self- Greater understandir;g Other Sons thotht that the tralnlng affeCted
situational leadership knowledge of differences the|r Ieader3h|p Style (Chart 15) AS
between group shown in Chart 16, the major reason

for a shift in leadership style was the
Chart 16. Q30, in what way did the course affectryead- US€ Of situational leadership. Three
ership style? persons claimed that they changed
their leadership style because of better
self-knowledge. Two persons stated that greateenstanding of the individuals in the team
led to a change in leadership style. Other viewe\ieat someone tried to be clearer in their
leadership, another stated that he/she begartéa lisore, and a third person said that he/she
became better at listening to both open and hidtitements from the team.

4.1.9 General consequences

To examine the general consequences
of the training, five questions (all2
open-ended) were asked. The respon%ej
rates for the questions were slightlys
under 60%, i.e. 25 individuals an-t®
swered the questions. The first ques;.
tion, i.e. Q31, asked the project manso-
agers if the course had caused %
change in their behaviour, and if so in,
what way. Fourteen persons thought- | | | |
that the course changed their behav? ‘ ‘
iour (Chart 17). As shown in Chart 18,

six project managers shifted their be- Chart 17. Q31, did your behaviour change as atreftie
haviour toward being more focused on course?

each individual in their team. Four per-

sons claimed that increased self*
knowledge changed their behaviour#
Two persons declared that their added-
knowledge about communicatiomnuo
changed their behaviour. Finally, twos-
persons stated that the course had
changed their behaviour in other ways.
One became better at handling people
in the first stage of the situational lead-, ‘ ‘ ] ‘ [ ]
ershlp model’ and another person had Shifted to more Greater self-  Greater knowledge in Other

individual focused knowledge communication

reduced the time spent trying to keep  behaviour

everyone happy and instead becamecy 13, Q31, in what way did the course affectryme-
tougher. haviour?

Yes No Do not know No answer
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24
224
20

18

16
14
124
10

N
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Yes No Do not know

Chart 19. Q32, did the course affect the way
your work?

No answer

yatope

16

14

12

10

. I

Greater consciousness in  Increased focus on social O
leadership relations

ther

Chart 20. Q32, in what way did the course affeetviay

you perform your work?

The third question, i.e. Q33, asked thg
project managers whether the training,

affected the way in which they handleo-
group dynamics, and if so how. Eight’’

persons thought that it changed the
way they handle the dynamics ofz2

groups (Chart 21). However, nine per-,

sons did not think that the training af-s
fected them in this respect. As showrfz‘
in Chart 22, three persons began to fo;
cus more on the individuals in the

team instead of the team as a whole.

The second question, Q32, asked the
project managers if the training had af-
fected the way in which they perform
work, and if so in what way. Nine per-
sons thought that it had affected the
way they perform work. However, ten
persons thought that their work proce-
dures had not been affected by the
course (Chart 19). As shown in Chart
20, four project managers said that
they tried to manage their team more
consciously as a result of the training.
They do not just let “things” happen
anymore. Two persons had increased
their focus on social relations. Finally,
five persons claimed that the course af-
fected the way they perform work in
other ways. One reportedly performed
work with greater self-knowledge.
Another gained a larger network of
contacts. A third became better at
delegating. A fourth changed the way
they handle persons since the course
gave them a greater understanding of
the various types of personalities, and
a fifth person began to use to-do-lists
to avoid forgetting what to follow up
and to better structure his/her days.

T

Yes

No Do not know No answer

Two persons did not handle a team andChart 21. Q33, did the course affect the way youdheathe
two persons thought that the course dynamics of teams?
mostly repeated what they already knew in this.area
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Finally, four persons stated that thes
course affected the way they handlg, |
the dynamics of teams in other ways,
Some of these views were that some-
one thought that it became easier to see
if there were problems within his/her ®
team and that it also became easier tb

solve problems as he/she better under-

stood the nature of the problems. An-=- ’—‘ ’—‘

other person better understood the dye : :
namics within his/her team. A third Mo pees onihe Donohande a group Mostly repetiion other

person stated that he/she did not han-
dle the dynamics, but became better atcpant 22. 933, in what way did the course affeettiay

taking proactive measures. you handle the dynamics of teams?
27 The fourth question, i.e. Q34, asked
227 the project managers what conse-
18— quences the course had for them per-
o sonally. As shown in Chart 23, twenty-
121 — five persons answered the question.
8 — - Eight became more secure in their role
] . as leader, seven developed personally,
2 D e i.e. became more aware of themselves,
0 T T T T T
Answers Greater Personal Greater No Other four deC|ared that they better under'
fid devel t understandi 1 1 1
O oo ol ences stood how to interact with various
interact people, and two had not experienced

any consequences. Some of the other

Chart 23. Q34, what consequences has the coursenhad views were that someone had got yet
you personally? another course to add to his/her CV.
Another person became better at taking advantageedeam members’ unique competences.

The fifth question, i.e. Q35, asked the
project managers in what way the tearfj | —
was affected by them attending thez-
course. Twenty-five people answered: |
the question (Chart 24). Five person¥]
did not handle a team. Four persons;
thought that the team had experienced!
increased clarity in every aspect. Four |

persons did not know if their team had: - jﬂ—D—D—D—D—D—D—U

been aﬁeCted Or nOt- Three persong Answers  Donot Increased Donot Common Increased Better TheyhaveNo answer Other
handlea clarity know  language stability leadership learned

had found that the team began to speak group witin the about

the group situational

the same language and therefore better moment leadership

understood each other. Three personschart 24. 35, what consequences has the coursenhad
thought there was greater stability the team(s) you manage?

within their teams. Two persons

thought that one of the consequences for their 4eaas improved leadership. Two persons
left a blank answer. As an example of the othewsjesomeone thought that the group dy-
namics in his/her team had improved.
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4.2 Interviews

The semi-structured interviews were performed sitpport of the questions shown in Ap-
pendix2. The answers from the ten interviews were categdrig/ topic, as shown in Tables
4 to 7 and summarised below.

4.2.1 Team composition

Some of the interviewed project managers claimatl during the training they had learned
the importance of a properly composed team andatti@am should be heterogeneous. How-
ever, seven out of the ten could not apply thew krowledge as it was supposed to be used,
since they never had had the opportunity to com@oseam of their own. Four persons
claimed that despite this they could use their Kedge of team composition in order to han-
dle the various types of personalities in a bettay. More specifically, they had learned to
characterise different types of personalities aad these fit in a certain team. Therefore,
eight out of the ten had obtained a greater uraledgtg of the existence of different types of
people and personalities.

4.2.2 The life cycle of teams

The project managers did not learn much about lmomanage the natural development of a
team. Six out of the ten thought that they didleatn anything new on the course, or did not
learn anything about group development at all.alet,fonly one became aware of what hap-
pens in teams as they develop and took actionsder o make his/her team reach a perform-
ing stage faster. The main focus of the course avathe development of individuals’, i.e.
situational leadership, and greater awarenessesktissues was what the project managers
gained from the course.

4.2.3 Group norms

This is an area that divides the interviewed ptajegnagers into two contrasting groups. Half
of the interviewees, i.e. five out of ten, did mloink that the course had any consequence on
the way they handled the norms of their team. Sofrike interviewees thought that it was a
matter of basic awareness, which usually arisesrallyt after a couple of years as project
manager. However, three persons had actually domething after the training, most of
whom became tougher and had started to put thetirdmwvn when they felt that the norms of
the team were not healthy.

4.2.4 Change management

Like handling group norms, this was an area thatdd the respondents into two contrasting
groups. Six out of ten did not think that the ceunsid any consequence on how they manage
change. The other four persons were able to takgdhrom the training and apply them
when faced with a change process, e.g. the usiuatisnal leadership, and changes in the
flow of information, i.e. openness about the chamijé many discussions about the change
and its consequences together with the team membssresult might spring from the fact
that many of the project managers had not beensexbim any major change process.
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1

2

3

4

5

Group composition

Even though | learned how to compc
a functional team. This does not mg
that this is how it works in real life. T|
way we compose teams has nothing
do with any theories. We only consid
the competence and availability of

person, i.e. it has very little to do witlawareness of how to meet other pe

personalities.

pddearned to characterise different tyy
ari individuals and how to approal
ahese. | better understand what role
itoa certain team. | cannot identify tj
erarious personality types, but | havg
greater understanding of them. |
has increased. | also became
aware of myself.

péslearned that it can be good to hg
cheterogeneous teams. It is more €
fiteent with a variety of personalitie
heven if all are not goal-oriented. | hg
gained knowledge about the varig
Vipersonality types and how to use thg
flat | cannot apply this in my worl
dfdith this knowledge | have howey
been able to coach and give support
better way.

\lerealised the differences between v
fius people. Prior to the course | had|
sidea of how to compose a team, unf
\vieinately we never get the chance to

e@fter the training. | have howev
gained an understanding of how imp
etant the composition is, but | cannot §
rret | can use that understanding
anything.

ubat, so the knowledge is not applicapleow their strengths and weakness

aBy being aware of the composition o
eam | think that you can obtain advd
alages even from extremely homoge
dasly composed teams. At least if yf

efhe training raised my awareness
phow different people behave.

ay

for

Group development

individuals however develop. | use si
ational leadership a lot since | deal

both experienced and inexperien
team members. | think that | acted in
same way prior to the training, but n

| do not see the team develop over Tany things felt quite natural, but ev|

| have a tool for dealing with varioyis

situations, and | have realised that p
ple need different amounts of help.

uf | already knew what was taking pla|
ink my team, | needed a tool to struct
édand that was what | got.

he

w

eo-

ehobtained a lot of good tips about wh
c do if people want the same role, b

to give support knowing what develq
ment stage individuals are in. Now | g
take a step back, reflect over the sit
tion, and then give the proper supp
That has helped me quite a lot.

fermal and informal. It has been eagier

Mo consequences from the training.
pth

-
an

ua-
prt.

H\I21UI Ul SIBSEIg Ts9|qe

| learned that the team moves back
square one if a new member arrivj
When we have had newcomers | h
tried to arrange a lot of activities outsi|
of work to speed-up the social dev|
opment. Even if | have never used
tool we obtained on the course, | hg
had it in the back of my mind. T
course structured what | already kn
and put words to it.

$o

Group norms

No consequences from the training.

No consequences from the training.

No consequences from the training.

No consequences from the training.

Hred B 0T ©

After the course we discussed how |
perienced the situation in the team and
how it affected performance. We also
had a discussion in which we estab-
lished future norms.

1

Handle change

No consequences from the training

have not dealt with any major change|.

.No consequences from the training.

Has changed me quite a bit. Now |

not as afraid of change as before. |
easier to discuss or provide reasons
a change can be for the better. |

tained a lot of useful tools for contr
ling the will of the team. Prior to th
training | did not see the "hidden" reg
sons behind the change as | do now.

aingot some god tips from the other p|
tisipants, but | think you learn more
yayperience.

pb-

|-

e

a-

RNow we bring issues surrounding
bghange processes to the surface and|dis-
cuss how we think the change will af-
fect us. Thus, change has become more
visible and the members can share |ex-
periences from prior change processes.

Group performance

| know from previous courses that | cah better understand that | have to

affect the performance of the team
various ways, but | cannot say that {
training made any difference.

something out of the ordinary to get
hggoup or individual to become more
fective. 1 do not know exactly how

make a team more effective, but | kn
that | have to approach them in a pro|
way. If | approach the members in

wrong way the team will perforl
poorly, even if it consists of the rig
competences.

docan see a slight increase in the
hfermance when using situational lead
eGhip. The team has also started to
dhe project from a helicopter view;, th
phetter understand what to do, why,

hieg early milestones.
m
ht

pehen to do it. They are better at reach-

ddo consequences from the training

segerience.
BY
nd

. Arior to the training | do not think tha

ethink you learn more through gainingealised just how great my influence

over the team's performance is. After
the training | started to deal with issyes
that | previously had taken for granted.
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6

7

8

9

10

Group composition| A lot on the course had to do with t

ist. | got more self-knowledge and a
more knowledge about why other p

probably be able to compose my o
team based on this knowledge, but
question is if it would be optimal.

han team, depending on the scope of
tipeoject.

heVe learned about the different matutitwe clearly went through different perit was interesting, but | have not be
different types of personalities that ¢xevels of individuals, what their repsonalities and how they can work

soeeds are. Being aware of the differegéther. Also the importance of coveri
onaturity levels of individuals will of the whole range of personalities wh
ple behave the way they do. | wouldourse determine how one puts toge

hemposing a team. But | felt that thig
thet how we work here. | can howe\
see faults in the team dynamics and
terpret situations with this knowledge
the back of my mind.

assing it as intended. | have used

eship, to handle individuals differently.
is

er

in-

in

ndneories when | apply situational leadehandle different persons.

ddo consequences from the training|
thather got an understanding of how

Group developmerjtNo consequences from the training. |

ready knew about these things.

for example what happens in each st;

think the focus should be more on wj|

thought this bit was a little thin, theyevel each individual is at.
should have told us a little more detalls,

ge.

dNo consequences from the training.No consequences from the training. T

h&dcus was more on the developmen
individuals.

[hénave not changed the way | handle
dévelopment of the team, but | have
come more aware of what is happeni
Now | use situational leadership in
der to move the team forward in th
development.

tih\o consequences from the training.
pe-

ng.

r-

pir

Group norms

| thought it was very basic stuff, but|
gave me the aha experience.

have noticed the norms of the te
from the beginning. | have not seen
need to control or adjust the curr
norms.

iNo consequences from the training.|lhave taken more command over w|

are okay and what is not okay behavig
Mhe attitudes were too sloppy before.
ent

haalways address this when we kick-g
UFhe members get to say what their
pectations are, and | say what my
pectations are. But | think most of th
comes from me experiencing the sg
situations as a project member.

ff. learned to put my foot down and
ethe members know there are limi
ekven if there are unhealthy norms in
i,eam | have not yet had the courage
nde anything about it.

‘Ued $STI20T 01 9 SMaIAISIUI Ul SIBMSUY &-a|qel

Handle change

No consequences from the training.

We have had a major change in
scope of the project. When that h
pened | thought a lot about the si
ational leadership that we learned|
would have been difficult to car
through the change without using si
ational leadership. Following the trai
ing | have found it easier to gain
ceptance when trying to bring ab
change. Previously | was very auth
tarian when changing things, now |

more open to suggestions from others.

théo consequences from the training.
ap-
tu-
t

tu-

No consequences from the training.

No consequences from the training.

Group performance Positive feedback leads to a happy tedrthink this relates to understanding

which leads to good performance

vidually based positive feedback.

dotential of the members through

have therefore begun to give more indise of situational leadership.

Hdy opinion that motivation is key f
heerformance was confirmed and furt
reinforced during the training. | feel th
the team members perform better n
because | follow them up better, and
more interested in their work.

oNo consequences from the training

gbrojects.
ow
am

.1lbecame more convinced of the imp

the team and communicating clearly.

or-
&ave learned more from just working prance of the project manager supporting
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1

2

3

4

5

Communication

| talk differently with different peoplg
not as a group, but as individuals.

,I learned a lot about interacting with d|
ferent people in different ways. | haj
learned to communicate in order to

ift learned how to give constructi
Veriticism. | learned to recognise ed
getdividual's development level and

results and how to get my m
across more easily. | have become nj
aware that people who do not talk

able contributions as others, therefor|
can control the communication of f
group to obtain what | want.

agest the way | communicate accordi
dee this, i.e. instructing or coachingone is informed and that the right
A¥hen new members arrive it has beéormation is spread.

much as others can make as many Viaasier to get them started quickly.

el
he

¢ became more aware of the imp
dance of communication, and prese
dng information differently depende|
gn whom you talk to. Also that eve

pi-do not communicate as much via
ranymore. | communicate more direc]
hhowadays, and | encourage my te
ymembers to do the same. If there is|
ninresolved issue between two memb
want them try to resolve the problem
tween themselves before they come
me.

Group management! do not manage the team as a wh

very differently. It is mostly at the i
dividual level through the use of sit
ational leadership.

dlbetter understand when to approach
-members instructively, supportively or
uedelegate. | am more focused on the
son who is set to perform a task. A
personal level | better understand
own place in a team, and if | want m

ity.

responsibility | ask for more responsihjilot.

théhave become better at putting

téoot down and saying what | thin
péreviously | always tried to reach cg
sensus. | take more decisions on
fown and feel content doing so. | hg
r@so used situational leadership quit

mo consequences from the training

rexperience.
my
ve
e a

kthink you learn more through gaininpave also changed the way | commy

.My leadership is more conscious no'

cate, my awareness of different proces:
has been raised, and | have tried to m
the team more harmonious. | use s|
ational leadership quite a lot, prior to
course | treated everyone pretty much
same.

Implementation
new knowledge

of | have not had the opportunity to ap
that much in my current project. Sol
things are not practically applicable
this organisation, such as group cq
position. But | got more structure
what | already knew. The organisati
has not demanded anything in ret
after the training.

ply do not actively think about applyi
meertain tools in certain situations, it

met apply anything immediately after t
toraining, there was nothing that | fel

better way.

isomething that | let come naturally. | didad quite little possibility to appl

locould apply. But | feel that | come acrgssmall steps. Situational leadership

Ubetter now that | approach people in mobably what | have been able to

d have had a strong will to apply
imuch as possible, but | have gener

heshat | learned. The things | have cf

$en to apply have been implemente:

ply the most since it has been easieg
apply.

aSheories and the real world are t
abiljfferent things. The organisation
ynot opposing my attempts to apply
dnowledge, but some individuals ¢
Hgive me a hard time and oppose
rew influence.

ap-

t to

o have not applied my knowledge in
inoticeable way for the team. | always
mg couple of weeks pass by before |
aplement new things | have learned. B
anyy appeal to the team to communic|
more directly has been well received.
for the implementation of situation|

=

ful when we implemented it after th
whole team had been trained since €
ryone knew about the purpose 3§
vocabulary.

Other

The training did not take me further
terms of handling group dynamics, ¢
cept for situational leadership. The
plicability of some theories is not g
ways so good. When you leave
course you are always pepped up,
as you return to reality you seem
forget most of what you learnt. Tl

world.

course should be fitted more to the real

ih better understand situations and ho
xnanage work, get better relations
apnd be more effective. It was not ju
leourse on how to manage others, but
@ obtain greater self-knowledge.

but

to

he

ktrave become better at reflecting ug
imsy day. The self-knowledge test h

that things happened, but now | ¢
explain what and why it happened 4
what the next step is. It was good
meet with other project managers
exchange experiences. It felt good

that they value me and are willing
invest in me.

lzeen useful. Prior to the training | s@sourse was somewhat like taking y:

drdo not think that | have changed af
dbe training, | am who | am. T

adriving test; you get the licence buf
nd not until five years later that y
{earn how to drive. One gets more
ited by training than the amount
fmowledge that is applicable. Shi

get recognition from the organisatigrimaybe two hours) inspirational lectraining | did not get any support frc

ttures with examples can be just
good as a whole weekend. An imp
tant ingredient of these courses is|
exchange experiences with peers.

terthink that the team should knowlats
dhe basics of what was taught e
wourse so that everyone talkse sam
ianguage. | was very excited when |
whe course but fell back into previot
exvork pattern pretty soon, so | think t
ot would have been good to have a rép)
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Communication

members in the team in one way &
others in another way. It depends
which members | want to communic
to.

Sometimes | communicate with sommlecommunicate differently to different have become clearer in my commu

metople now, to one who is new in th|
aole | have to be very supportive and
ten experienced member | only estab
their objectives.

egation and try to be the one who reg

iskelf-confidence as well.

teads the team. | have improved my

nNo consequences from the training.
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No consequences from the training.

Group managemer

itl am clearer in my role now and in hi

| communicate. | also choose m

situations and which battles to fight.

carefully how to behave in differeping and handling people differently.
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nklis much about situational leaders|
cblarity in communication and deali
with conflicts. Prior to the training
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was very careful in making everyope

ghrough the use of situational lead|
Iship.
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eple, | more often tell someone wher
think that they have done a good joh
think that the team members got m

Implementation o
new knowledge

week and tried to apply too much. T|
team have noticed that | attended
course, | have even asked them if t
agree with the personality test that |
for myself. | have not met any res
tance, in fact | have a member

triggers me. Without this person
would probably not have applied
much as | did, | would just have forg
ten all about it. | have not got any feg
back from the organisation.

Perhaps | was a bit too eager in the fidsthink that it has been good to imp

knows a little about these things 7

ghings like situational leadership, act

have not been as easy. If it is not ¢
lasrete enough from the beginning you
ot have time to think how to apply it.
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Other

| could probably manage without tl
course, but now | have more structu

the organisation during the cour:

took the course have met again to
cuss problems we have encounte
which was very worthwhile. | thin
teacher led repetition would be worl
while. It would also be good if the fi
most experienced project managers
the organisation could speak about tl
experiences.

knowledge. | got a good network withiositive energy and focus that you br

which is probably the best part. We w

h&very time you are trained and
edinded of what is important, it is t

sback to the organisation. Within tl
isetter understanding about the si
kbeen better if we had been better [
lpared before attending the course
dhink that the course is some sort

guality assurance for the organisati

attended the course.
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spent on achieving this, but not enoy
time is spent. | think there is many t
know about the theories but are

given the time to develop their kno
edge.

eéMost of the team members have bedihis course is in no way a quality

habout the training was improved selfecognised that | attended the cours

aurance for the organisation, we do
ngse it that way. The organisation has

eany way. This training gave me t
heungs: (1) awareness, which increa;

5¢3 the organisation, (2) an energy-bg
pfrom being at the course. A large par
lits value was meeting with peers to
ahange experiences. An important g

glontacts so that you can get help if
dlave any questions, but we have
nobeen given that kind of support aft
Iwards.

oty ability to deliver, which gives valyeore. | can also take an argument
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4.2.5 Impact on overall team performance

During the course, many of the respondents hadmeamore convinced that they have a
huge influence on how their team performs. Theyabex aware that if they approach people
in the wrong way they will not get the result thegnt, i.e. they should use situational leader-
ship. However, three out of the ten project marmapad learned more through experience.

4.2.6 Communication

Two of the interviewed project managers had nonhgkd the way they communicate as a re-
sult of attending the course. Five out of the tespondents had however learned to adjust
their communication depending on who they are comoating with and what they want to
communicate. For example; one had started to conuaenless via email and more face-to-
face, and another had been able to direct andaiadht® communication within the team bet-
ter.

4.2.7 Group management

As many as eight out of the ten interviewed projeenagers mentioned that they used situ-
ational leadership as a way to manage teams aftecdurse. One said that as a result of the
training, he/se focused more on the person setrfonmn a task. Three respondents mentioned
that they had changed the way in which they comoaiaj that they became clearer in what
they said. Some respondents became firmer and made decisions without consulting the
team, and felt very at ease when doing so. A cooptbe project managers picked their bat-
tles more carefully after the training. One thoutt#t the training had made the team mem-
bers more confident in him/her as a leader.

4.2.8 Implementation of new knowledge

There had obviously been mixed results when thggrananagers tried to apply their new
knowledge after returning from the course. One giduhat the implementation had gone
smoothly, and another said that it took a whileobefhe/she could identify a situation where
the learning was applicable. Others felt that thagt not had any opportunity to implement it
so far, although some of them had a strong wilifgply a much as possible. Another respon-
dent had received feedback indicating that he/ske andittle bit too eager to apply everything
immediately after the course. One respondent thbiighias too stressful at work to make

time to apply the new knowledge.

There were also many reasons for the mixed redudts.example, three of the ten project
managers said that the organisation had not prahtpten to apply anything after the course.
Some of the respondents stated that some thingsmezl on the course were just not practi-
cally applicable in the organisation. Another pershd not actively think about applying
what they learnt, but rather let it come naturapwever, six out of the ten had applied situ-
ational leadership, because this was claimed tihndeasiest thing from the course to apply.
One declared that the concrete things had beeastagiapply, like situational leadership, ac-
tive listening, and self-knowledge. However, thegal things had been more difficult to ap-
ply, possible because they had not had any tintkeiné these rather complex issues through.
The respondents did not think that the organisateelf had opposed them when trying to
implement something. However, one project managier that some team members had been
resistant, saying that things should be done the tay always had been. But most teams
had not given any response at all.
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4.2.9 Other

When the respondents had the opportunity to speakyfabout their responses to the course,
a number of different thoughts and concerns wereparse, expressed. Five of the respon-
dents said that they were really pepped up andezkevhen they left the course, but when
they got back they had forgotten most of what tleayned. Consequently, some of the re-
spondents thought it would be good for the orgadmisao establish why they should attend
the course and what they expected from them aftelsvd-urthermore, some of the inter-
viewed project managers thought that the courseldh fitted more to the real world, more
integrated with how the organisation really perfenwork. Another respondent thought that a
short workshop would be just as good to get thendites exited and pepped up in the way
that he/she was after the three-day course. Twihefproject managers thought that they
could have managed just as well without the trgnan three-day course would not change
them. The fact that they were able to exchangereqpees with their peers and to expand
their network was highly appreciated by five of teepondents.

Four of the project managers felt that they didgettany support from the organisation after
the course. Furthermore, they claimed that therasgdion had not recognised that they had
attended it, and there were different views abdug¢tiver the training had been some sort of
guality assurance exercise for the organisatiamobrOne of the respondents said that several
persons in the organisation know about the theolas are not given the time to develop
their knowledge. Some of the respondents, for exantipought that it would have been good
to be able to discuss relevant issues and questidmsomeone after the course. Two persons
suggested that it would be good to have some fellpvafter a few months, perhaps led by
some of the more experienced project managersmitie organisation so that they could
share their experiences regarding the issues raised

The individual consequences the respondents hagtierped from the training were also di-

verse. One person, for example, had become betteflecting on his/her day. Another per-

son understood why certain things happen and ga@dict what the next step would be. A

third respondent had begun to understand situafodshow to manage work better; he/she
had developed better relationships and become efteetive. Someone became more toler-
ant toward people as a consequence of the course.
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5 Discussion

The purpose of this study was to assess the coesegs (both positive and negative) of
training project managers in team skills. Hence,dhta gathered and presented in the previ-
ous chapter will be discussed with the purpose imeed above as starting point. The theo-
retical material presented in chapter 2 will betkbggised with the empirical findings pre-
sented in chapter 4 so that implications for futgimilar, endeavours can be addressed in the
next chapter.

The consequences of training project managersaim &kills are quite diverse and highly in-
dividual. Each project manager comes to a courieawunique set of experiences and knowl-
edge of the subject. Many of the project managetkis study, for example, had already been
taught in team skills, although maybe not as extehsas on this course.

5.1 Consequences for the project manager

This study has determined that training project agans in team skills enhances their under-
standing of the various interpersonal and groupadyin processes in a team. The mere appli-
cation of the many theoretical models that theytavght is not really important. A good ex-
ample of this is the project managers’ increasedramess of various personalities. None of
the project managers in this study had actuallynkes@e to use their new knowledge about
how to compose teams as they are supposed to. ldowtbey became aware of the nature of
various personalities and how important it is toverothe whole range of personalities in a
team. Of course, these new knowledge’s can be iqunest when looking at the issue of het-
erogeneous or homogeneous teams and their regpasttengths and weaknesses. However,
the environment in which the organisation operaasither innovative and dynamic, which
justifies the heterogeneous perspective.

A major consequence of the course was that theviateed project managers felt really
pepped up and excited after the three days. Thdioaton of escaping reality, learning new
things, and interacting with peers seems to cr@ateagerness to change, at both personal and
professional levels. This energy kick may resulbatter results at work for the project man-
ager, at least in the short run. However, althatnghproject managers wanted to bring about
change, the possibility to apply the knowledge thagl acquired varied greatly. As described
in section 2.1.2, a study presented by Jerkedd@g)19or example, found that only 18% of a
group of trained project managers had been ahledadheir new knowledge after the training.
In the current study the corresponding figure wggh6Jerkedal (1986) claimed that the major
reason for the low percentage in his research tvadaick of connection to real workplace
problems, i.e. scenarios in the training to whikh project managers could relate. The re-
spondents in the current study did not generalfyress any similar concerns, except with re-
spect to group composition. Nevertheless, the redgruts had decided entirely by themselves
the ways and the extent to apply what they haché&zhrThis means that the parts of the train-
ing that were concrete and easy to apply were wsgkite the things that required more con-
sideration and thought had not been applied tes#me extent. During the interviews, some
project managers also said that they perhaps léamlg 20-30% of what was taught, simply
because the subject was too complex and comprefeettsigrasp in a single occasion. The
comprehensive and diverse body of knowledge reggrtkam skills is, as described by
McCreery (2003), see section 2.1.1, one of the m@ajablems when training project manag-
ers. Since one of the project managers statech#dahe could be equally exited by lectures
lasting just a couple of hours, one should maybesicer dividing the course considered here
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into several less extensive and shorter occaslonms,. however, one thing to create excite-
ment, and a completely different thing to actuatyange behaviour.

Zika-Viktorsson (2002) has determined, as describedection 2.5, that it is not only the
theoretical substance of courses that affect projgnagers. The current study reinforces
these thoughts since 50% of the interviewed projemagers mentioned that the exchange of
experiences with peers was one of the most impopi@ns of the training. Beside the merely
exchanging thoughts about work procedures, theeprapanagers also obtain a wider net-
work of contacts within the organisation that thveguld not normally interact with. These
contacts could be used later to exchange expermtebtain help regarding issues that oc-
cur after the training. However, the current statipws that the project managers rarely take
advantage of this opportunity, despite the fact thay think that the support from the organi-
sation is weak.

As mentioned above, the training fosters a willieggmto change, both personally and profes-
sionally. The personal development for the projeinger is extensive. Even though the
training focuses on how to manage teams, the grojanagers can clearly use the knowledge
they acquire about others and relate it to theireru situation. Hence, the project managers
seem to gain self-confidence, self-knowledge, a$ ageincreased confidence in their role as
leaders.

5.2 Consequences for the management of teams

The training affects the way in which project magragmanage their teams. Following the
course the project managers focused more on indigd their unique features and needs.
However, the ways in which the project managerskthhe training affected the team are
quite diverse, and as many as 20% of the resposd@hihot even manage a team. The major
reason for the increased focus on individuals esiticreased use of situational leadership. As
many as 80% of the interviewed project managertedttat they began to use situational
leadership as a way to manage their team, wherdg2% of the respondents to the ques-
tionnaire stated that the training affected theadership style. However, 56% of the respon-
dents thought that the training had changed theiabiour, mostly toward an increased focus
on individuals. As mentioned in section 2.4.2, bedaviour of the project manager shapes the
climate of the team in ways that emphasise higdhierities (Dragoni, 2005). Therefore, the
project mangers had clearly started to show thayt ttalued each individual and their contri-
bution to the collective outcome. This is importasihce the effectiveness of a team is be-
lieved to be maximal if the project manager mandagegeate a shared understanding of the
task, roles and competences that exists withintéhen (Tannenbaum, Salas and Cannon-
Bowers, 1996). 26% of the respondents claimedttietraining had made them realise this
connection and one can only hope that they alscesgphis to the team.

Training project managers in team skills will natcessarily change the way they handle the
norms of the team. Both in the theoretical framdwamd the results chapters of this disserta-
tion the project manager’s influence on the norinthe team is questioned. As described in
section 2.3, some researchers claim that the gnojanager must establish a set of acceptable
norms, while others claim that the project managemot shape the norms of a team accord-
ing to their own preferences. The study presentzd mdicates that 23% of the respondents
to the questionnaire thought that the trainingcéd the way they handled the norms of their
teams, and 30% of the interviewed project manalgacsdone something concrete after the
course to adjust the norms of their team. Manyqmtojnanagers are in the same position as
those participating in this study; they have nal ki@e opportunity to select the members in
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their team. Even if Zaccaro, Rittman and Marks ©0@s described in section 2.6.2, found
that project managers can influence the climate telam by selecting the individuals they in-
clude in it, this is not applicable in most casHserefore, project managers generally have to
be able to manage teams that have already beerosedpand which may or may not be op-
timal for the task to be performed. In these calseg have to be able to handle the interper-
sonal processes anyway, and a major part of thiseras the norms of the team, since they
decide how the team behaves. Therefore, it is sdraestrange that not more that 30% of the
project managers who participated in this study dad/ely changed the way they handle the
norms of their team as a result of their trainile reason for this might be that stated by
20% of the interviewed project managers, namelygkifls in handling the norms of the team
develop naturally after a couple of years.

As described in section 2.8, there is no singld &g for project managers to manage a
change process. The preferred way to approachhéuege process depends on the situation.
The ideal way to approach change could also dependghom the change process affects.
This study shows that when managing change, thhaset in team skills have a greater un-
derstanding of the diverse set of team member icgacto change. The need to approach
these diverse set of reactions individually as vesll collectively has also become clear.
Hence, as stated in section 2.8.1, the team memb#éreecome more ready to accept a
change process the more they know and understamat &b After the course, the project
managers in this study had become somewhat bettesaussing the change process openly
with their team. These discussions let everyone l@asay about what their concerns regard-
ing the upcoming change, and facilitated a shasingxperience between those who had gone
through change before and those who were new setkimds of challenges. Other benefits
mentioned included reductions in the amounts fefalbmours about the change circulating
within the team.

One of the biggest consequences of the coursehgasassive change in communication that
the project managers report had occurred aftésitmany as 72% of the respondents claimed
that the course affected the way they communidetanentioned in section 2.4.2, the quality

of team communication is directly related to thef@enance of the team. The majority of the

project managers had begun to adjust the way thayrwnicated, depending on who they

were communicating with and what they wanted to momicate.

Although the course seemed to have affected mgpgces of the ways the project managers
did their work, there are some ambiguities regaydime extent to which the project managers
themselves thought they had applied what they batht. The only two areas in which the
mean Likert value was higher than “4 — To some reXtevere situational leadership (4.26)
and communication (4.26). The area with the lovgestre was not surprisingly, group com-
position (3.33). Implementatigper sehad not been hindered by the organisation, bohim
case the team members had opposed attempted inmtédioe by the project manager. Some
project managers considered the implementatiohef tearning to have been smooth, while
others felt that they had not had a chance to agpyhing.

5.3 The organisational support mechanism

The problems that some project managers had wipteimenting what they had learnt are no
surprise. As described in section 2.1.2, many éaiproject managers experience difficult-
ness in transferring theoretical knowledge intokptace practice. Hence, many of the project
managers felt that they had not been able to apuse than a couple of things from the
course. Even though many wanted to apply more @it \wiey had learned, they were not able
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to perform all these changes. According to Jerk€t@86) this could be because the project
managers return to an unchanged organisation. figanisational environment must provide

support for the project managers during their gpiisnto implement what they have learned.
In this study such organisational support did naste because even though none of the re-
spondents said that the organisation had prompesd to use their new knowledge, they had
not been directly encouraged to do so either. ¢ty faany of the project managers felt some-
what abandoned when they returned from the coligen though the organisation encour-

aged the trained project managers to arrange ifloreunions after a couple of months this
was very seldom done. In fact it had only been duoree, by the group that was trained most
recently, and on that occasion only about 50% efprticipants showed up. Another reason
why the project managers did not apply more ofrthew knowledge was, according to some
of the respondents, the stressful environment. Wayted to apply as much as they could,
but under time pressures, the first thing that teegluded was implementation of their new
knowledge. Research done by Hirst et al. (2004jiicoa that such scenarios often occur.

As described in section 2.1.2, Salas and CannoneBo{2001) declared that the level of mo-
tivation prior to training affects how much the f@pants learn, as well as how well they
manage to implement their new knowledge when tketyrn. As mentioned earlier in this
chapter, many of the participants felt highly matad when they returned from the course.
But none mentioned any level of motivation priothie course, except that it would be nice to
get away from reality for a while. In fact, sometloé respondents said that they would prefer
the organisation to put more pressure on them. &lghe organisation should not send pro-
ject managers to this course (level four) simplgehese the participants have finished the first
three levels. As noted earlier, as many as 20%eparticipants did not even handle a team
at the time of the study, and some of the projeantigers who attended the course saw no per-
sonal consequence other than that they had martagextend their CV with yet another
course. However, people that the organisation @sdg train should not merely be told
about the fact that they are to attend a course. grbject managers that are about to be
trained should instead be thoroughly informed alvadug the organisation is willing to invest
in their career and what the organisation exp&gparticipant to have learned after attending
the course. Similarly, the organisation should just leave the project managers to them-
selves after they have been trained, but should thiigem appropriate support. In this regard
this study shows that the organisation did not t@theantage of all the knowledge that their
trained project managers had acquired. The org#msahould, therefore, allow the trained
project managers to recap what they learned dih@gourse in a workshop environment, in
which the senior project managers also particigateshare their experiences with their
younger and less experienced peers. The traingdcpmmanagers should also be allocated a
personal mentor, to allow them to express and dsstieir problems with someone who has
similar knowledge, but a lot more experience.

5.4 Reflections of the author and future research

This research process has, for the most part, moothly. The only thing that delayed the

process was the distribution of the questionndire researcher took advantage of the fact
that the organisation already had an internal sydtw sending out anonymous question-
naires. However, since the organisation is a ctescy firm they have employees working at

other companies, which in some cases did not atloemn to access the internal system.
Therefore, some of the questionnaires were digtribuia e-mail in order to increase the re-
sponse rate.
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This study should furthermore preferably have b@efiormed in a longitudinal manner, since
it is extremely difficult to capture all the consemces of a course by simply asking the par-
ticipants. The participants in this study had nanimous answer regarding ways in which
their team was affected by them attending the eursfact, “do not know” was one of the
most frequent answers. Therefore it would be istarg to study not only the trained project
managers, but also the teams that they are shatwe.
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6 Conclusions

The learning outcomes for project managers fronrsesiare diverse and highly individual.
This study shows that the major consequence ointrestigated course for project managers
in team skills was an increased focus on the iddii. By focusing on the individual, project
managers learned to quickly adapt their leaderstyije, and hence develop more effective
team relationships. This adaptation involved changeecommunication and alterations in ap-
proaching team members to ensure that the oveeslfage had been understood. The second
major consequence was the increased drive andsasinu project managers felt upon com-
pletion of the course. A distinction should howelkermade between the short- and long-term
consequences. Short-term consequences may inaledeased drive and high motivation;
however processes and reviews must be put in ptadevelop these benefits into long-term
changes in behaviour.

6.1 Managerial implications

It is urged that caution be taken when considedegding project managers to expensive
courses externally. It is vital that the projectnagers understand why they are taking the
course and exactly what the organisation expeota them when they return to their respec-
tive workplaces. An understanding of the long-teyoals of the course is also necessary to
prepare the project manager. Organisations shailbdensatisfied by merely sending out invi-
tations to the participants to attend the cour$e participating project managers should be
thoroughly informed by their superiors about whgytlare to attend it, and what they are ex-
pected to learn from it. This study has highlightedeed for extensive preparation and review
in connection with these kinds of courses, mairdgduse the trained project managers are
left on their own when attempting to change the Way, and their teams, work. Organisa-
tions should hence take more control over the coemge capital they possess.

Organisations must choose whether they want tonigei the project managers learning’s or
if they want to prioritise the non-theoretical stamse related to courses. The length of
courses affects the amount of information retaiaed its use in the long-term. Courses run-
ning for three days could be broken up to allowittiermation to be applied in real situations

with reviews being undertaken prior to the nextrseuday. However, when breaking up

courses, the project mangers lose the opportumigptialise with each other, to exchange ex-
periences, and to expand their network of contdtgsice, organisations must consider which
configuration that best fit their needs and subsatjy adjust the setup of the course.
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Appendix 1. Questionnaire questions

Q1
Q2
Q3
Q4

Q5
Q6
Q7

Q8

Q9

Q10

Q11

Q12

Q13

Q14

Q15

Q16

Q17

Q18

To what extent did the course add to your knowleatgguthow to compose teafs
To what extent did the course add to your knowlealgsuthow teams develGp
To what extent did the course add to your knowleslgzutteam norm3

To what extent did the course add to your knowledigeuthow teams response to
changé

To what extent did the course add to your knowleslgeutcommunicatiofd
To what extent did the course add to your knowlealgeutsituational leadership

To what extent did the course add to your knowlealgeutthe leader’s effect on the
tean?

To what extent do you, after the course, betteetstdnddifferent people’s way of act-
ing?

To what extent do you, after the course, betteretstdndhow different people fit in a
team?

To what extent do you, after the course, betteetstdndhow the dynamics of a team
develops over time?

To what extent do you, after the course, betteetstdndn what ways a leader can al-
ter their leadership style according to the sitoat?

To what extent do you, after the course, betteetstdnd bw the communication of the
leader can affect the performance of the team?

To what extent do you, after the course, betteetstdndhow the characteristics of a
team can vary depending on its members?

To what extent do you, after the course, betteetstdndhow a team should be man-
aged through its life cycle?

To what extent do you, after the course, betteretstdndhow the norms of a team af-
fect their performance?

To what extent do you, after the course, betteretstdndhow teams in change should
be managed?

To what extent do you, after the course, betteetstdndhow the leader can affect the
performance of the team?

To what extent have you, after the course, beee tblpply what you learnt about
team composition?
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Q19

Q20

Q21

Q22

Q23

Q24
Q25

Q26

Q27

Q28

Q29

Q30
Q31
Q32
Q33
Q34
Q35

Q36

To what extent have you, after the course, beea tbhpply what you learnt about
team dynamics?

To what extent have you, after the course, beee tblpply what you learnt about
communication?

To what extent have you, after the course, beentalbdpply what you learnt abasitu-
ational leadership?

To what extent have you, after the course, beem mbhpply what you learnt about in
how teams develop?

To what extent have you, after the course, beaentabhpply what you learnt abdubw
the leader influences team performance?

Did the course affect your view on how to compeasaris? If so, in what way?
Did the course affect the way you handle the hfele of teams? If so, in what way?

Did the course affect the way in which you hantlie horms of a team? If so, in what
way?

Did the course affect the way you manage your tepuhfring change? If so, in what
way?

If you manage the same team as before the couesethe team affected as a result of
you attending the course? If so, in what way?

Did the course affect the way in which you commatecwith your team? If so, in what
way?

Did the course affect your leadership style? Ifisayhat way?

Did your behaviour change as a result of the cQuiisgo, in what way?

Did the course affect the way you perform work&df in what way?

Did the course affect the way you handle the dynaraf teams? If so, in what way?
What consequences has the course had on you pky8ona

What consequences has the course had on the teaua(s)anage?

Have you been able to implement what you learibfohg the course? If so, in what
way?
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Appendix 2. Interview questions

Q1 Can you tell me a little about how the course aéfég/our perception on how to compose
teams?

What consequences do you think this has led ta3/¢(fo, the team, and the organisation)

Q2 Can you tell me a little about how the course affég/our perception on how to handle
the ways teams develop?

What consequences do you think this has led to%/(fo, the team, and the organisation)

Q3 Can you tell me a little about how the course affég/our perception on how to handle
the norms of teams?

What consequences do you think this has led ta3/(fo, the team, and the organisation)

Q4 Can you tell me a little about how the course affdg/our perception on how to manage
change, e.g. work procedures?

What consequences do you think this has led to%/(fo, the team, and the organisation)

Q5 Can you tell me a little about how the course aéfég/our perception of your own influ-
ence of the performance of the team?

What consequences do you think this has led ta3/¢(fo, the team, and the organisation)

Q6 Can you tell me a little about how the course affdchow you communicate with your
team and its members?

What consequences do you think this has led ta%/(fo, the team, and the organisation)
Q7 Can you tell me a little about how the course affdd¢he way you manage you team?
What consequences do you think this has led to%/(o, the team, and the organisation)

Q8 Can you tell me a little about how implementing thengs you learned on the course
have gone?

What consequences do you think this has led ta3/(fo, the team, and the organisation)

Q9 Would you like to add anything?



